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FOREWORD

Sound program decisions require accurate and meaningful information. Con-
gress recognized this need and in the Crime Control Act of 1973 mandated a major
evaluation of the impact of Federal assistance on the criminal justice system. For
both the Law Enforcement Assistance Administration and the State Planning
Agencies, increasing requests for continuation funding intensify the necessity for
solid and precise information on program performance.

This study analyzes effective systems for monitoring both the progress and
performance of state and local criminal justice programs. It is designed to help
agencies plan improvements in their monitoring techniques. The Appendix, which
contains detailed monitoring materials and forms, may be particularly useful in
developing specific procedures.

GERALD M. CAPLAN
Director
National Institute of Law Enforcement

and Criminal Justice
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INTRODUCTION

New Law Enforcement Assistance Administratiop
(LEAA) evaluation guidelines for State Planning
Agencies (SPAs) require that each SPA monitor
the implementation, operation ,and- results of the
projects it supports. Even before LEAA acted, sev-
eral SPAs had recognized the need for these
management activities by initiating new monitoring
systems. Others have since begun to develop such
syStems. Nevertheless, the " current monitoring capa-
bility of most states remains quite limited.

This handbook is designed to help SPAS to de-
velop or improve performance monitoring systems.
It is aimed specifically at those persons responsible
for developing and operating a monitoring system.

The suggested procedures presented here lire not
meant to be a rigid format for monitoring system
managers to follow. They are culled from the 'prac.
tices. employed by the 55 SPAs and represent those
that appear most useful in meeting the new LEAA
guidelines.

Information was obtained from SPAs through a
telephone survey and a review of their monitoring
and evaluation materials. Based on this survey, 20
SPAs were then examined in greater detail, either
through a visit to the state or a review of,the instru-
ments and procedures used in their monitoring. The
visits included meetings with Regional Planning Unit
(RPU) personnel and subgrantees.1 LEAA guide-
lines and requirements that affect the management
and monitoring activities were also reviewed.

The major tasks facing a monitoring system man-
ager, it was found, are:

to establish agreement with the SPA mans
ment on what monitoring information is n
to establish agreement wi the sub on
what will be monitored;
to develop procedures to produce the type and
quality of information required; and
to assure the utilization of the monitoring infor-
mation produced.

Chapter II discusses LEAA's monitoring require.'
ments for the SPAs. Chapter III discusses the four
tasks mentioned above and the need to complete
them. Chapters IV through VII offer guidance on
how SPAs can perform these tasks and develop the
monitoring capability required by LEAA. Detailed
examples of current SPA instruments and procedures
are presented in the Appendix.

While the approacheslo monitoring and the devel--
opment of monitoring systems are discussed here in
terms of the LEAA program, they are applicable to
other organizations operating decentralized grant
programs.

I A Regional Planning Unit (RPU) is a representative
body of a unit or combination of units of local government
which assists, the SPA in its comprehensive planning by
providing Information on local criminal justice system
needs, and to support this activity, receives federal funds
from the SPA. An RPU may also be given additional
responsibilities, such as involvement in the development or
review of local subgrant applications, management of sub.
grant"s and project monitoring.

A subgrantee is a recipient of Federal funds from the
SPA (the grantee of LEAA) to carry out a criminal justice
project. It can be a unit of local or State government or a
nongoiernmental group.

I 1
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II. MONITORING REQUIREMENTS

This chapter discusses LEAA's requirements for
monitoring by SPAs, defines the nature and scope
of the required monitoring, and describes its rela-
tionship to management and other types of evalua-
tion.

A. LEAA Requirements

The evaluation guidelines for SPAS proposed by
the LEAA Evaluation Policy Task Force = and
adopted by LEAA' contain three requirements
directly affecting monitoring;

wile SPA shall insure that the subgrant appli-
cation and the subgrant process provide the
prerequisites for an internal assessment of each
project by the 'subgrantee as well as more inten-
sive monitoring and evaluation activities as
determined by the SPA."
"The SPA shall monitor the implementation,, operation and results of the projects it sup-
ports."
"Such monitoring must compare actual activi-
ties carried out and results achieved with the
activities and results originally specified in the
subgrant application."

As an indication of the activities that can be used
to carry out these requirements, the guidelines state
that the monitoring may include:

"Periodic site visits and interviews with project
staff."
"An examination of objective and subjective
results of the project," ..

"An assessment of the progress and the prob-
lems of the project to date."

I The Report 01 the LEAA Evaluation Policy Task Force.
U.S Department of Justice. Law Enforcement Assistance
Administration. US. Government Printing Office. March
1, 1974.

LEAA Guideline Manual. M41001C (Proposed Change
1), U,3, Department of Justice, Law Enforcement Amis.
taws/Administration. ,July 15. 1974, Paragraph 25.

2il

"Effective reporting procedures documenting
project performance."

The purpose of such monitoring, accoiding to the
guidelines, is "to ensure that SPAs generate adequate
information to carry out Their management respon-
sibilities" and "to have performance information
utilized in planning and decision making in order
to assist -program managers to achieve established
goals."

The LEAA guidelines require a radical departure
from what many SPAs have considered -to be moni-
toring. "Monitoring," to them, has meant simply
information gathering, such as describing items
bought with troject fundS; comparison of planned
and actual results has been considered "evaluation."

But under the .new LEAA guidelines, monitoring-
involves describing planned project results and cam -
paring these with actual achievements; evaluation is
viewed as a more intensive analysis, utilizing more
accurate or conclusive information to verify that
changes or achievements are, in fact, attributable to
project activities. Intensive evaluation typically in-
volves such techniques as experimental designs and
control groups.

Fier, example. a school counseling project might
be designed to reduce the misdemeanor arrest rate
among participants by 50 percent. By monitoring
actual arrests, an SPA could detect. whether the
expected reduction in 'arrest_ rates did occur. If the
rate did decrease as expected,'Officiais nay be willing
to presume that the project caused The reduction and
judge the project a success. If the rate did not
decrease, remedial actions or project modifications
may be initiated. Hower, to verify that a charge,
in arrest rates is attributable to the project, the SPA
may have to design an evaluation involving partici-
pants and non-participants in the project and com-
pare changes in arrest rates for the two groups.

Developing the required type of monitoring is
(complicated by the fact that LEAR, enabling legis-
ilation gives SPAs-wide latitude in setting objectives



sind fundihg projects.' It permits "any activity per,
taming to crime prevention, control, or reduction
or the enforcement of the criminal law." In general,
the SPAs have not limited this discretion within their
own. state and all SPAs operate a very diversified
program. The resulting diversity of SPA programs
from state to state and within states makes. it di"'
ficult to devise standard guidelines for ntearg
performance or incorporating information into deci-
sion-making procedures. Therefore, the development
of monitoring systems in SPAs requires an under-
standing of the relationship of monitoring to nian-
agement and to project descriptions and evaluation.

d. Relationship of Monitoring to
Management

*

The management of an SPA can be characterized
by its objectives and. by the actions it takes to achieve
them. A typical objective might be "to reduce
specific types of crime by drug addicts by a certain
percent during a particular time frame." Typical
actions might include funding projects that hold
promise of achieving such an objective, providing
technical assistance to -those that need additional
help and canceling those projects th.t. fail.

Monitoring provides one type of information upon
which management actions can be based. Specifi-
cally, monitoring` provides current information to
management on the implementation, operation and
jjnmediate output of a project while it is in progress.
When any of these is judged inadequate, manage-
ment can take corrective action to increase the
chances that the project will satisfy the SPA's objec-
tives and goals. In . the example above, monitoring
should detect when the anticipated drop in drug-
related crimes fails to occur or when actions designed
to cause it are not occurring, and indicate when tech-
nical assistance is warranted.

The resulting actionsuch as modification of on-
going projects, continued funding, cancellation, or
planning for future projectsis left to the SPA's
discretion. But the guideline! require that the SPA
ComPrehensive Plans submitted to LEAA describe
"how and when monitoring information will be used
to modify the operations of projects and affect the
planning and funding decisions." Each SPA will,

4 la Congress. Crime Control Act of 1973, Title I,
Public Law 93-83, H.R. 8152. August 6, 1973. "Part G
Definitions, paragraph (a)."

therefore, have to specify the relationship between
monitoring and management. Guidance on how the
SPA can accomplish this task is given in Chapter N.

C. Relationship of Monitoring to Project
Description and Evaluation

The LEAA guidelines" state that the basis for
monitoring is the project description given in a grant
application and that an evaluation design is an
implicit part of the project description. Such a.
project description should outline a sequence of
activities to be pursued and a set of expected, results.
This simplified diagram depicts a drug treatment
project:
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Expand Prolact
Fund

projed Obletti.04
**dm* CrIrrill by tn.
Plapultlen et (Pug
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The series of events. (boxes), and the assumptions
that one will result in the next lar7ows) represent
the logic of the program: Once the events are speci-

fied and levels of achievement projected, .the events
can, be monitored, to determine whether they actually
occur. Such a project description thus determines
what is to fte-monitored and provides standards for

measuring achievements :'
Intensive evaluation, on the other hand, can be

used to determine whether the logic itself is correct
that is, whether one event can 'be attributed to
another. For example, an' evaluation may lest
whether the above drug treatment project caused

a reduction in crime, or it may test whether the
project caused a reduction in drug addiction among
those treated.5

5The first example would normally be called an "impact"
evaluation, in that it tests the impact of the project on the
social environment (in this area, the crime rate). The
second example, which looks only at the direct effects- of
project activities (i.e., changes in project participants)
would be called an "effectiveness" evaluation.

13
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Monitoring is not necessarily distinguished from
intensive evaluation by the events on which informa-
tion is collected. A project can be monitored in terms
of resources expended, activities implemented, out-
puts produced, project objectives achieved, and SPA
goals achieved. The LEAA guidelines require that
SPAs monitor at least project activities and those
events that result from the activities. In the above
example, this would require that at a minimum
the project outputchange in dependence of project
participants on drugsbe monitored. Guidance on

V

how the monitoring system manager can determine
exactly which events should be monitored is given
in Chapter, V.

In summary, LEAA is not only requiring SPAs
to monitor all projects they fund, but to monitor
them relative to the activities and results which the
subgrantee proposes to achieve. This will require
many SPAs to broaden their, current information
collection activities into true performance monitor -,
ing.



HI. MAJOR PROBLEMS CONFRONTING A
MONITORING SYSTEM MANAGER

A variety of problems are being encountered by
.

those who design, operate and use~ monitoring sys-
tems. While some are procedural issues unique to
a specific SPA or RPU, most are symptoms of fun-
damental policy, organization and technical ques-

t tions which need to be addressed before useful

monitoring systems can be developed. This chapter
identifies those questions and the current situation

of SPAs relative to developing a monitoring system.

In many cases, the monitoring system manager does

not have the authority to resolve these questions; yet,

he must deal with them. Subsequent chapters discuss

how he can proceed in this ambiguous environment
to develop a useful _monitoring system.

A. Four Major Tasks Facing the SPA
Monitoring System Manager

The four major tasks that face an SPA staff
attempting to develop or modify a monitoring sys-
tem, as previously noted, are:

to establish agreement with the SPA manage-

ment on what monitoring information is needed;

to establish agreement with the subgrantee on

what will be monitored;
to develop procedures to produce the type and

quality of information required; and

to assure utilization of the monitoring informa-

tion produced.

Monitoring system managers have little guidance
or precedent for carrying out these tasks and have
difficulty in both defining and executing them. Ac-

complishing each of these four tasks will, require a
significant investment of a monitoring system man-
ager's time and resources.

rj

B. Current Situation of the SPAs Relative
to Developing a Monitoring System

Typically, one person or organizational unit in the
SPA is given overall responsibility for designing and
managing a monitoring system. The monitoring sys-
tem manager often is constrained by three condi-'
tions arising from the nature of the LEAA grant
program:

SPA program and management policies are
often ambiguous, making it 'unclear what is

to be monitored and why.
The monitoring system must often be related
or linked to other SPA functions (e:g., plan-
ning) that ar the responsibility of other orga-
atizational uni This raises issues of communi-,
cation, information flow and, often, SPA
organization.
Technical problems of measurement and in-
strumentation are compounded by the fact that
many SPA-funded projects are unique.

Though these conditions ultimately determine the
success ofthe monitoring system, the manager usual-
ly has little control over them. Resolution of these
conditions depends directly on successful perfor-
mance of the four tasks identified above.

Task 1. Establish Agreement With the
User on the Information Required

The first task is to determine who will use the
monitoring information and obtain agreement with
them on their information requirements. Success in

this task is critical because there is little present
agreement, opinion or guidance within the SPAs on
what monitoring information should be produced

and for what purposes.
Experience indicates that the SPA management

itself often cannot articulate information require-

ments. The monitoring system manager therefore

must develop a strategy for interacting with SPA

/5
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management and perhaps influencing management
procedures.

Task 2. Establish Agreement With the Subgrantee
on What Will be Monitoriel

Planned project activities and results frequently
are not described in sufficient detail to permit an
objective determination on the extent to which they
are being achieved. Monitors often have a general
opinion that all is nst going well, but lack criteria
agreed to by the subgantee to support such opinions.

Agreement with the subgrantee on what iS to be
monitored is critical since the SPA' does not exercise
direct management control over the project. If the
SPA management intends to hold subgrantees ac-
countable for specific activities and results, they must
specify them beforehand. Otherwise the SPA monitor
cannot decide what information should be collected.
Task 3. Establish the Information Flow

Due to the decentralized nature of the LEAA
block grant program, obtaining and processing moni-
toring information often is complicated by lack of
control, over primary sources of data and the wide
range of information required for a diverse set of
projects. These conditions have forced SPAs to
develop a ,yariety of data collection instruments and
make it difficult to manage the information flow
process'.

In many SPAs, monitoring is equated with this
;information flow process and, in fact, data collection:-
and processing account for 'the bulk of the expense
and most of the problems in operating existing .
monitoring systems. The frequency with which SPAs
alter their data collection procedures is an indication
of the difficult nature of this task.

Task 4. Assure Use of the Monitoring Information
The final task is to see that monitoring informa-

tion 'is used by those who need it. Often, much of
the monitoring data that is collected is not considered
by management. The use of monitoring information
is inhibited by the fact that Management is not
accustomed to having reliable data on projects, and
many SPAs typically have a high turnover in staff
and management policies. For these reasons, it is
essential to establish monitoring as an integral and
continuing part of the management system. Several
monitoring system managers have found it necessary
to develop special procedures to motivate or force
management to utilize monitoring information.

The need to perform these four tasks results from
the diversified nature of the SPA programs and the
type of Monitoring required by LEAA. While the
tasks are discussed separately here, the outcome of
one affects what is involved in the %others and the
tasks need to be performed in an integrated and
complementary manner.



IV. TASK 1ESTABLISHING AGREEMENT- ON.
INFORMATION REQUIRED BY THE USER

Existing SPA statements on the purpose or use of
monitoring are typically imprecise and offer little
guidance to a manager developing a monitoring sys-
tem. This chapter discussei how to determine what
monitoring information, if any, is required by the
SPA, and how the monitoring system manager can
develop a consensus in SPA management on what

monitoring information should be produced.

A. How SPAs Currently Use Their
Monitoring Systems

2 I
Experience showthat specification of monitoring

requirements is a king and difficult process because

in most SPAs:I-

management objectives are vague,
information requireitients are not easily artic-
ulated, organizational structures which could
act consistently upon monitoring information

are lacking,
management policies and personnel are con-
stantly changing.

The type of guidance a monitoring system manager
will receive when he attempts Task 1 can be inferred
from current SPA practicet Table 1 presents the

seven most common uses of information as indi-
cated by SPA staffs and documents. They have been
broken down by objective, primary user, and action

taken by the SPA.
(1) The first useto meet Federal requirements

for a monitoring systemis now common to all

SPAs, To meet it, the SPA must simply have a sys-
tem (forms, procedures, reports, files . . .); Federal
requirements provide little guidance on content or
design.

(2) The second use is to meet inforination re-

quirements imposed by such organizations as

LEAA, the governor's office, state legislature, local

17

government or citizen groups. But these requests are
frequently so general that the-SPAcannot determine
what specific information will satisfy the demands.

(3) The thir1:1 use is to identify technical assis-
tance needed by a subgrantee. Such assistance varies
among states and includes: identification of operat-
ing problems in the project, advice on bow to operate.
projects, advice on tow to deliver spbcific services,

etc.
(4) The fourth use is to provide a documented

record of a project's operation for such specific
funding decisions as: cancellation of a project; re-
funding of a project with SPA monies; and trans-
ferring funding responsibilities to local or state

governments.
(5) The fifth use is to guide the futuie design or

funding of similar projects. Monitoring information
seems to lie of greatest value for this purpose when
past projects have operated extremely well or ex-
tremely poorly.

(6) The sixth use is to help subgrantee managers
measure their own progress. Many subgrantees do
not have sufficient experience to set up a monitoring
system themselves. The SPA can help identify items
that should be monitored' data that should be col-
lected, and techniques for processing the data to
produce useful, information.

(7) The final use is to identify projects that are
unlerspending their allocated funds. The unused
funds can then be reallocated or the project can be
modified to take advantage of the unused portion!

All of the above are valid uses of an information
system. But they do not offer the guidance which a

It is considered embarrassing to return unspent money
to the Treasury while, at the same time, SPAs receive more
project proposals than they can fund. Once the SPA grants
manager has identified that excess funds will be available,
then the SPA can determine ways to utilize these funds. In
several states visited, the most important achievement at-
tributed to their monitoring system was the identification
of projects that were operating in such a manner that not
all Ned, committed to the grant would be expended.

7



TABLE 1: SPA USES OF MONITORING SYSTEMS
SPA Objective for the

Monitoring SysteM
Printery User of the

Monitoring Information
Type of SPA Action Taken
on the Monitoring Findings

1. To meet federal requirements that the SPA have a
monitoring system,

2. To meet requirements or requests for information on
subgranten. activities placed on the SPA by outside
organizations (e.g., LEAA, State Legislature).

SPA Director None

SPA Commission or
Council

SPA Director
State and Local Units of

Government Staff

Dissemination of information to
organizations and group re-
questing/requiring it. Informa-
tion is used to demonstrate that
the SPA knows what is happen-
ing in its projects.

3. To allow a project every opportunity to achieve its
stated objectives.

SPA,Staff Providing technical assistance to
projecti judged to be in trouble
or performing poorly.

4. To shift funds away from poor performance projects,
or assure continued funding to projects with the poten-
tial for high performance.

SPA Commission
SPA Director
State and Local Units of

Government

Reprogramming of SPA grant
funds among ongoing and pro-
posed projectw

5. To design future projects. SPA Planning Staff
Subgrantee

6. To provide projects the management tools necessary
achieve their stated objectives.

Subgrantee

Experience of ongoing and com-
pleted projects used to shape the
design of similar new projects.

None

7.. To minimize the amount of funds returned to LEAA. SPA Commission
SPA Director

e.

Reprogramming allocat funds
that otherwise would not be ex*
pended before the auth?rity to
obligate them expires.

monitoring system manager needs to determine
exactly what information ,should be produced. Pres-
ent systems typically are not linked to any man-
agement program; they operate as separate staff
activities unconnected to user requirements. But
more importantly, for the last six objectives listed,
it is generally impassible to tell whether existing
monitoring systems are performing well. One reason
is that many state systems are too new for such
judgments. But the primary problem is that none,
of the last six objectives is 'Stated in a way that per-
mits measurement of progress. SPAS haye not defined
the situation the monitoring system is addressing in
measurable terms or agreed upon measures of per-
formance for the monitoring system. Almost no SPA
has a record of specific actions resulting from project
monitoring or of how monitoring information was
actually used. When asked how a-systera is useful,
SPA staff typically respond with isolated anecdotes
about how a particularly bad project was uncovered
and modified.

The inadeqUacies of present "monitoring"lack
of integration into the management process, absence
of detailed information requirements, constant

8

changes in personnel and policiesare so great that
most existing monitoring practices cannot offer the
SPA monitoring, system manager the guidance he
needs to develop a new system. To get it he must
act to (1) develop some agreement on SPA objec-
tives, actions and criteria, and (2) speCify these
factors in sufficient detail to permit design and
implementation of the monitoring system. How he
can do this is discussed next.

S. How the Monitoring System Manager
Can Carry Out task 1

As just noted, the system manager can expect to
begin with little or no specification of what moni-
toring information is required. Yet, to provide direc-
tion to his efforts, he must find a way to make such
a determination.

1. The Riles the Monitoring System Manager
Can Play

The monitoring system manager is in a difficult
situation: his job is to design and supply information
to a management structure which may not know what

1 8



information it wants or how it would act upon par-
ticular types of information. Facing this situation,

"the' monitoring system managei can adopt certain
strategies to deal with the SPA management uncer-
tainty.

(1) The monitoring system manager can work

with SPA management to help management think
through its objectives and priorities and agree to the

.type of information they require and its intended
use In effect, he would be coordinating the design

of the SPA's management program. It might involve
reorganization of the SPA as well as specification of

the monitoring informatidn.
(2) The monitoring system manager can try to

guess what monitoring information will have the
greatest impact on the SPA decision process. He
can then develop that information and aggressively
disseminate it to users. To do this, he must have
authority to implement the type of data collection
system he selects. He must also be a good judge of
the SPA's management problems,- interests and capa-
bilities. He needs to package results for manage-
ment in such a way that the action implications are

obvious.
(3) The monitoring system manager can appoint

imself the principal user of the monitoring -infor-
mation and pay little attention to the rest of the
management structure. For example, he might use
his staff to provide assistance to projects in trouble.
He could design his monitoring system with that as
its principal use. In these cases, he must have the
authority and resources to implement the data col-
lection system and action program he selects.

The first strategy is ideal since it involves exami-
nation of the whole SPA effort and development
of a "rational," well-defined management program,
with monitoring as one part of a total system. Being

ideal, it is also the most difficult. All significant per-
sonnel must be consulted, and complex policy ques-
tions must be raised and resolved. Such efforts are
time-consuming and hard to focus because of the
number of personnel and issues involved.

The second strategy isa one usually followed by
evaluators and information system designers. Frus-
trated by a lack of clear guidance from users, they

guess what information is best. But, experience with
Federal programs shows that they often guess wrong.

The third strategy appears to be a reasonable
compromise. The monitoring system manager con-
siders himself .the user and carefully specifies what
information he will need and how he will act upon
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it. Systems itpogbich"the Monitor provides technical
assistance to projects come close to adopting this

strategy.
Whichever strategy the system manager adopts, he

will have to adjust his tactics to certain organiza-

tional realities. First, his success or failure will often

depend cm the behavior of organizational units out-
side of his control. It therefore may be wise to docu-
ment their behavior in order to account later for the
performance of the system. Second, monitoring will
be easy to write off or ignore if it does not produce
obvious results quickly (say within three months).
This argues for designing a simple system with easily

met objectives. Finally, the changing nature of SPA
stuff and policies creates a need for a Continual
re-examination and monitoring of SPA information

requirements.

2, Guidelines to Follow in Establishing Moni-
toring information Requirements

In all three strategies the manager needs to
develop new and specific statements of information
use as the basis for the design, implementation and
management of a monitoring system. As noted
earlier, most current statements of use are inadequate.

The monitoring system manager can follow three
guidelines to determine when use statements are

adequate:

test the acceptability of the monitoring product
to the user, -
test the feasibility of obtaining the monitoring
information, and
examine the monitoring system design to deter-

mine if it can be evaluated as part of a man-
.

agement support program.

If the monitoring system meets these guidelines, the
manager has a useful description of information

requirements.
a. Testing the acceptability of the monitoring

system product. The amount of monitoring data given

to a user can range from site visit interview sum-
maries to action recommendations. Whatever the
form, its usefulness will depend in part on the user's
confidence in it and his ability to understand it.
This means that, during the design phase, the moni-
toring system manager will have to work with the

user to test whether the monitoring information will
be acceptable. One test would be to provide samples
of information to be produced and have the user
attempt to act upon it. The monitoring system man-
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ager needs to challenge users with various options
to obtain agreement on what will be acceptable
information.

b. Testing the feasibility of obtaining the moni-
toring information. The monitoring system manager
also must assess the feasibility of obtaining the
promised monitoring information. For example, if
the user wants 'expert opinion" the manager must
determine whether the staff can provide such opinion.
In many SPAs, monitoring personnel are assigned to
projects on the basis of their geographic location
instead of their technical expertise in relation to the
project content. Consequently, they may be assess-
ing all types of projects in terms of their success in
merely generating certain activities, but often are not
qualified to assess the likelihood that certain objec-
tives will be met. On the other hand, the diversity
of projects may prevent the use of a standardized
reporting system.

c. Testing the evaluability of the monitoring sys-
tem as a part of a management support program.
If a monitoring system can be' evaluated as part of
a management program, its manager can be con-
fident that the system is logically *?nsistent and
well-defined. For, at a minimum, an evaluation
design requires that the monitoring system's objec-
tives and activities be measurable and linked by
testable hypotheses. If these conditions exist the
manager has a basis for assessing how well the
system is being implemented and how successfully
it is performing. Here we illustrate how an evalua-
tion design for a monitoring system can be developed
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and utilized to assess the soundness of the system's
design.

Figure 1 gives a simple flow model of a monitor-
ing system as part of the management support pro-
gram. As indicated in the figure, the monitoring
system is used by the SPA to- initiate actions ex-
pected to increase the chances that stated SPA
objectives will be met. It is presumed that the SPA

has adopted a set of objectives,
has developed a set of information requirements
for determining whether projects are operating
in a manner that will contribute to achieve-
ment of the objectives and
will take remedial action when the information
indicates that a project is not likely to con-
tribute to achievement of the objectives.

The role of the monitoring system is to provide the
required information. As shown in Figure 1 the role
consists of collecting and analyzing data from on-
going projects in order to draw conclusions on the
status of projects relative to the stated SPA objec-
tives. The "analysis" step produces the information
required by the-user of the monitoring system as"a
basis for making decisions and taking actiofiraimed
at achievement of the objectives. Each element of
Figure 1 should be defined in sufficie,nt detail to
provide a model for the implementation of the sys-
tem and a framework for testing the assumptions
(indicated in Figure 1 by the horizontal arrows):

(A) that the user is able to use the information,
(B) that the actions decided upon do take place,

and
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TABLE 2: TIIE NORTH CAROLINA SPA MONITORING
SYSTEM AS PART OF A MANAGEMENT SUPPORT PROGRAM

Program Component
Description of Component
for North Carolina System

Measures and Ingrumen
for Testing Occurrence

SPA management objectives. which
monitoring system is designed to hell's,
achieve.

Have all projects achieve the specific
objectives and goals given in the grant
applications:

-.
Actions taken to increase chances that SPA "Project Analysts" act as trouble
SPA objectives will be met, shooters to resolve problems identified

through the monitoring system thit
are expected to impede achievement

Decisions made in response to moni-
toring information.

Conclusions produced by the monitor-
ing system on the status of projects.

of prMect objectives and goals,

Evaluation Unit informs' appropriate
Project Analysts when activities

in the grant application and con
sidered essential to project success
either are not occurring as planned,
or are not producing the expected im-
mediate output: The Project Analysts
are then responsible for deciding
whether action a- wkrranted.

Standardized forms are used, by RPU
and SPA staffs to collect information
on a project's activities and outputs
given in the grant application: The
Evaluation Unit compares planned
activities and outputs with these re-
ported to be actually occurring in or-
der to identify problems warranting
action by the SPA Analysts,

Tate North *Carolina Evaluation Unit
processes grants to ensure that project
objectives are stated in measurable
terms and that a methodology exists

for measuring the achievement' of
them. SPA and RPU staff members
involved' in processing grants receive
training in what constitutes acceptable
objectives: The methodology given in
the grant application is used to deter-
mine the extent to sVhich project ob-

jectives are met.

Project Analysts provide Evaluation
Unit feedback on all actions taken by
completing "Request for Evaluation
Follow-up Form" Monitoring -system
can be used to determine effect of the

action.

"Request for Evaluation EollOw-up"
form is used by Evaluation Unit to
bring problems to the . attention of
Project Analysts and obtain feedback
on whether action was considered

appropriate.

Evaluation Unit uses established con-
trol procedures to monitor collection
and analysis of data and whether
problems are identified and referred
to the Project Analysts.

(C) that the actions lead to,,acht vement of stated
SPA objectives:

To test these assumptions, the SPA needs measures
and instruments for collecting data on the lour asso-
ciated events in Figure 1 conclusions on the status
of the projects; the user's decisions; actions taken;
and the achievement of SPA objectives.

The testing of the evaluability of a monitoring
system can be illustrated with the system developed
by the Evaluation Unit of the North Carolina SPA,
Table 2 describes the components of the North
Carolina monitoring system and identifies measures
and instruments which could be used to evaluate
the operation and effects of the system.

-
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In principle, the North Carolina system is evalu-
able. Each assumption (A, B, and C) can be tested
with the available measures and instruments-given
in Table 2. An evaluatkn follow-up form enables
the monitoring system manager to determine whether
the user can use the information and whether desired

actions occur. It may be possible. to deterntine the-
degree to which the SPA objective is actiieved by
comparing quarterly project progress reports with

final project results. It would be difficult, however,

to conclusively test assumption Cthat the informa-
tion and actions lead to achievement of SPA objec
tivei. To do this, one may need to perform evalua-

lion analyses such as making a comparison of the
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number of projects that achieve SPA.- sta__ted 'objec-
tives before and after installation of thEinpnitoring
system. If base line data are not available. the man-
ager might rely on less conclusive evidence. For
example, the existence of a large number of projects
that did require modifications following monitoring
but which were judged successful upon their com-
pletion.

12

If the management program is evaluable, as the
North Carolina one appears to be, and if all users
agree .to it, then the monitoring system manager has
a framework for developing and managing his moni-
toring system. If it is not evaluable, then it is ques-
tionable if he has anything to which he can bold
the users or use to determine whether the system is
having the intended effect.
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V. TASK .2-=- ESTABLISHING AGREEMENT WITH THE
SUBGRANTEE ON WHAT WILL BE MONITORED

This chapter provides the monitoring system man-
ager with guidance on how to establish agreement
with the subgrantee on what to monitor. The dis-
cussion covers what the agreement should include,
strategies for carrying out the agreement, and tech-.
niques for determining what constitutes an accept-
Ale agreement.

A. The Subgrantee Applicationthe Vehicle
for Establishing Agreement

Monitoring, as'!defined by LEAA, involves a com-
parison of actual project achievements with those
specified in the grant application. Therefore, the
grant application must specify the events to be moni-
tored. Furthermore, the LEAA evaluation guidelines
require that:

The subgrant application and the subgrant
approval process provide the prerequisites for an
internal assessment of each project by the sub-
grantee as well as more intensive monitoring and
evaluation activities as determined by the SPA.

These prerequisites shall inchide: the identifica-
tion of the problem in measurable terms; well-
defined objectives of the project stated in mea-
surable terms; specific indicators and measures to
be used to assess the results of the project; and
means of collecting data and information to assess
the project's performance.

I most states, the SPA subgrant application
req kres project descriptions. Sonic SPAs also require
applit. nts to specify what results are projected and
what events will be monitored. However, the content
of subgrant applications Vary significantly from state
to state and only a few meet the LEAA prereq-
uisites for monitoring. Examples of procedures
used to develop project descriptions for monitoring
purposes are given in the Appendix and discussed
next.

B. How Agreements are Established
in Practice

SPA> generally use one of three approaches to
reach agreement with subgrantees on the content and
form of the project description- in the grant applica-
tion. They are distinguished by the relative roles
played by the SPA and -subgrantee:

(1) The project proposals are initiated and devel-
oped by the subgrantee. There are few criteria or
guidelines imposed by the SPA on the form and
content of the proposal.

(2) The project descriptions are developed joint-
ly by the SPA staff and the subgrantee. A series of
negotiations takes place in which criteria are applied
as to what constitutes an adequate project descrip-
tion.

(3) The project descriptions are. developed pri-
marily by SPA staff and placed as requirements on
the subgrantee.

Typically, ,the monitoring system manager does
not have control over the grant application process
and must adapt to the approach in use. If the
monitoring system manager is in a position to
negotiate with the subgrantee or specify the project
descriptions in thejrant application, then be has a
means of obtaining agreement with the subgrantee
on what will be monitored. If he is not in such a
position, then he either can try to negotiate an
agreement with the subgrantee after the project is
funded or &Pend on his staff to identify appropriate
events to monitor as the project proceeds. Itr,several
states, the monitoring system manager or evaluation
director has been able to change the subgrant appli-
cation or application review process sufficiently to
obtain project descriptions which can be used as a
basis for evaluations and the type of monitoring
being required by LEAA.

In many states, the SPAs utilize all three ap2
roaches mentioned above. For example, due to

4+0
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SPA management capabilities and the organization
of a state's criminal justice system, one approach
niay be used on all projects in a given program area,
such as corrections, and another approach used for
other types of projects. Each approach is discussed
briefly in the following sections.

1. Little or No Guidance on Content and Form

While an SPA may have a standard grant applica-
tion form, many states allow the subgrantee extensive
freedom in presenting a project description. Once
submitted, the application is reviewed primarily_ on
the basis of funds available for the type of project
being proposed. The project's activities and expected
results are not specified and criteria for an acceptable
statement of these events are not pioVided.

.Based on the experiences of states using thiS
approach to -ilevelop grant applications, the pro-
posals typical" do not provide a good basil for
determining w ether projects operate as intended.
Often there is o agreement between the SPA moni-
tor and the 6 grantee on what the project should
achieve, and those who receive informationmust
make an arbitrary assessment of project performance
based on their own experience: and intuition; This
situation can lead to inconsistent results. For exam-
pie. consider the following project observed in one
SPA.'

A neighborhOod house was to be purchased,
stalled widi counselors and furnished to accom-
modate juvenile offenders. The stated objective
was to provide a "viable alternative" to incar-
ceration in the "juvenile hall." The project
description failed, however, to 'include any objec-
tive criteria as to what constitutes a "viable alter-
native." The first several monitoring reports relied
merely on the criteria that the new neighborhood
house be in existence and functioning; once the
house was purchased, furnished and in use, the
monitor concluded the objective had been
achieved, Subsequently, the project was assigned a
new monitor who used different criteria: how well
the juveniles were progressing through the treat-
ment process. He considered such factors as length
of stay, runaway rates and changes in juvenile
behavior, On the basis of these criteria, he con-
sidered the project unsuccessful and recominended
that treatment be altered.

The point is not whether one or the other whi-
ling assessment was correct, but that success or
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failure of the project hinged on a subjective judg-
ment of what constituted Success since objective
pre-stated criteria were lacking.

As the example demonstrates, even when the grant

1
application does not contain a detailed project
description performance' data can be collected and
manageme t action taken. Such activities, however,
would not. meet the proposed LEAA guideline re-
quirement; often they accomplish little more than
maintaining contact with a project, checking to see
whether it is functioning and expending .funds as
deseribed_ in the grant application, and they do not
, occur Consistently. .,

2. Content and Form Negotiated on the Basis
of Established Criteria

Several states have 'recently revised their grant
application form to provide detailed instructions and
criteria on events to be specified. An example of
such instructions and criteria is provided by the
following excerpt from the North Carolina SPA sub-
grant application form:

Identify performance objectives for the project.
Performance objectives indicate major behavior
(activities) necessary to conduct the project as
planned. Each performance objective should in-
corporate. where applicable, specific behavior,
the method of procedures to be followed, time
specifications and how achievement of the objec-
tive will be documented. Performance objectives
should answer the questions (1) Who? (2) What?
(3) Where? (4) When? (5) How? (6) Under
what conditions? (7) Td what level of acceptance?
(8) As -documented by what? For example: a
youth services center staff will teach 150 school
personnel how to change unacceptable, illegal
behavior patterns (delinquent behavior) into
acceptable, legal behavior patterns by using work-
shops to teach proper use of techniques. A pass-
ing score of 70 percent must be made by personnel
before receiving credit,. for the workshop. Docu-
mentation will include attendance records, test
scores and certification of course completion.

Bait merely providing guidance is not sufficient. The
SPA also must be able to enforce the instructions
and negotiate monitoring prerequisites: In North
Carolina, RPU personnel have responsibility for
working with subgrantees to develop applications
in accordance with instructions developed by the
SPA. The SPA Evaluation Unit then reviews each
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application to ensure that the instructions have been
followed and requests supplemental information if
the project description does not provide an adequate
basis for monitoring and evaluation.

However, this approach is difficult to implement
because many SPAs do not have the quantity or
quality of staff to negotiate with each subgrantee.
Furthermore, several states have discovered that it
is necessary to work with the subgrantee to develop
instruments which can be used to collect data on
the event: i.e both the monitor and the subgrantee
must know what data are being used and for what
purpose if the agreement is to have any meaning.
For example, one SPA has found that, for projects
to augment detective forces of police departments,
it is inadequate to specify "the number of cases to
be resolved" as a project result to be monitored. The
Measure is ambiguous and open to various inter-
pretations. To resolve this difficulty, the SPA used
the police departments' record keeping procedures
to specify the possible outcomes of a case and set
planned levels of change for each outcome.

Although negotiating subgrant applications with
.. detailed project descriptions is time consuming, SPA

. evaluators and monitors find that the resulting proj-
ects are more suited to the type of monitoring called
for by LEAA.

3. SPA Specification of the Propnt Model

te In some instances, the SPA itself determines which
elements will be monitored or included in an evalu-
ation. In most such cases, events are identified on
'which the subgrantee must provide specific data and
information. For monitoring and evaluation pur-
poses this amounts to a specification of the project
description.

One example is the Ohio Evaluation Instruments,
whirl} subgrantees. are to submit quarterly. The in-
strunfents give specific questions to be answered
and specific measures on which to provide data. The
instructions implicitly dictate a particular type of
project description for monitoring purposes. This is
demonstrated by the instructions accompanying the
questionnaire for Crime Deterrence Projects:

Projects to be covered Eby this questionnaire
include all those which seek to deter the commit-
tiAg of certain crimes by increasing' the risk or
threat of apprehension and prosecution to the
potential .offender as opposed to reducing the
causes of criminal behavior. Such projects may

educate the public in methods of marking their
property for easier recovery or protecting their
persons or their homes with alarm devices. Also
included would be efforts to intensify patrolling,
either by sworn police, auxiliaries, or citizen
volunteers, and to facilitate access to peace forces
by citizenry by the use of 911 emergency tele-
phone lines.

Although we lack a proven "methodology fo-r
relating these deterrent methods directly tS' the
-Iime rate, the underlying assumption is that if
the risk of apprehension and Prosecution rises,

-, crime should go down. Thus this instrument seeks
to compare the number of crimes before and dur-
ing the application of certain deterrent measures.
Since our crime detection and- reporting tech-
niques are often -far from perfect, one possible
follotoap to projects of this type would be an
evaluation of the detection-and-reporting appa-

ratus in the jurisdiction which ran the project."

- For these projects, the project model is, in its
simplest form:,
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It is assumed that the projects and data collection
procedures can be designed in such a way as to
provide information for monitoring each of the three
types of events. Inthe above example from the Ohio
SPA, measures of crime activity are to bb used to
monitor project results. The subgrantee is to specify
the_specific "crime(s) to be deterred" and set goals
in terms "of the sum total of the crime(s) made
known to police during a particular quarter." The
subgrantee then uses a standard form to report the
actual number of crimes that are reported and
present baseline data on the number of crimes that`
occurred during previous quarters. -

Specific measures to be used to monitor and evalu-
ate "the implementation of deterrent activities" to
be funded are:

Public Education: the approximate number of
people reached in the community by methods
used to inform them of methods or techniques
to deter crime. Methods for public education
might include., for example, lectures, movies,.
mass media spots, plephlets, posters, etc.
Intensified Police Patrol: the total number of

25

Is



additional man-hours provided to the target
community or Area by the police 'agency for
intensifiedpolice patrol.
Auxiliary Police/Citien Patrol: the total num-
ber of than -hours provided to the target com-
nunity or area by volunteer personnel such as
off-duty police officers or civilians,. trained by
the police agency for this purpose.
Surveillance Equipment: the percentage of the
target community or area which is covered by
surveillance equipment used to deter criminals.
Protection Equipment: the percentage of the
target community or area which IS covered by
equipment used ,k) protect persons or property
such as locks, safes, lights, etc.
Hot pite/ Alarm Systems: the percentage of
the target community or area which is covered
by communication systems primarily used to
alert loc. al law enforcement officials of possible
criminal acts with the intent of deterring rather
than apprehending the perpetrators. Examples
would include both "911" emergency telephone
.service and high crime area alarm systems.

As with the crime reduction measures, quarterly
goals are to be set and actual achievement reported
by quarter. Sample questionnaires and instructions
used in the Ohio system and in those of other
SPAs using a similar approach are given in the
Appendix.

The diversity of projects funded by SPAs has
presented problems for those states attempting to
use the third approach to developing grant applica-
tions. Ohio has developed 23 different packages to
accommodate this divejsity and still finds that the
questionnaires have to be modified for many projects.
The District of Columbia had a system similar to
that used by Ohio but found that it did not produce
the type of information wanted, It has changed to
one that resembles the see,ond of the above men-
tioned approaches,

Another problem encountered with standardized
project descriptions is in obtaining clear and con-
sistent agreements with subgrantees on exactly what
is to be reported, For example, specified measures
are frequently misinterpreted even though defini-
tions are provided,

As with the negotiated approach, this third ap-
proach places heavy requirements on the SPA staff.
Project designs or instruments specifying the mea-
sures must be developed. and assistance must be
given,, to subgrantees to ensure that they understand
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the requirements placed an them: To date, SPAs
have had little experience with this approach to
monitoring. Some have specified project descriptions
or events to be monitored for one or two project
types, but only a few have recently done so on a
comprehensive basis

Of the three approaches to developing a grant
application presented here, the last two appear to be
the most useful for performing the type of monitoring
required by LEAA. The first approach, although
currently encountered in many, if not most, SPAS,
will normally not satisfy the new LAA require-
ments for monitoring.

However, problems are encountered when using
each of the above three approaches to develop proj-
ect descriptions that vitt be acceptable for monitor-
ing purposes. Furthermore, there ,:are few criteria
to use in determining when a description is adequate.

C. Tools/Criteria for Specifying the
Acceptability of a Poled Descri. .ion

A project description identifies a series Of events
describing what the project is to accomplish and
how. These descriptions can vary in terms of the
events specified, the schedule given for the occur-
rence of events, the measurability of events,' and the
expectations for events. The 'monitoring system man,
ager must decide What events to monitor and what,
type and amount of information to collect. In doing
so, he should raise two basic questions to assess the
adequacy of the information requirements derived
from the project description and the selection of
events to be monitored:

Are the monitored events necessary for the
success of the project?
Will the information requirements result in a
specification, of measurable events, schedules
and expectations which will support the deci-
sion criteria agreed to by the information user?

1. Events Singled Out for Monitoring
There are usually a large number of activities and

statements justifying SPA-funded projects: To decide
which events to monitor, the manager must go back
to the "logic" of the project design (le., the assump-
tions finking the expenditure of resources, activities
and results) and identify those events necessary for
project success.

For the SPA monitoring system manager, project
success is defined in terms of achieving SPA objec-
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Lives. This may present a problem when SPA ob-
jectives are different from or broader than project
objectives. For example, a project objective may be
to provide an alternative treatment process to exist-
ing methods Of handling drug addicts that is at least
as effective as existing methods in terms of reducing
addiction, while the SPA objective may' be to achieve

. a reduction in the number of crimes attributed to
".,..irug addicts. Problems arise when project data sys-

, eine are developedwill the project support the
collection of data which do not deal with its primary
objective? Ideally, the monitoring system manager
would develop a monitoring system to accommodate
both objectives; however, this is not always poss;hle
and a decision nee& to be made on'which objecure
will provide the basis for monitoring.

Once the criteria for project success are estab-
lished, theta the manager can determine particular
activities and results that,need to be achieved if the
project is to succeed.,

2. Determining What Measures Will be Used -

Once the events to be monitored have been _deter-
mined, measures need to be specified. Both qualita-
tive and quantitative measures can be Used. For a
drug treatment project, qualitative measures might "
include descriptions of the services provided, their
sequence of occurrence, and characteristics of the
participants. Quantitative measures could include
the number of participants served and the amount
of time or money expended on each part of the
treatment process.

In specifying measures, three factors must be
agreed on:

a definition of the event,
a technique for measuring occurrence of the
event, and
a set of procedures and instruments for obtain-
ing and reporting the measurements.

Frequently, items to be measured are defined but
measurements are never obtained, because, it is not
feasible to obtain the data required.

If there are to be objective comparisons Of what
is achieved with what was planned, the planned

achievement levels must be stated before the project
begins and in terms' of the measures to be used for
monitoring. A variety of techniques can be used to
specify these levels. For example, national standards,
such as those suggested in the Report of the Standards
and eoals Commission,' are utilized by some SPAs.
If similar projects have been operated successfully
in the past, their performance can be taken as a
standard. However, in most cases the planned levels

' of achievemeths are negotiated by a subgrantee and
the SPA and are based on estimates of what appears
to be reasonable. Normally subgrantees are reluctant
to specify expected results in. measurable terms; in
such cases, it is necessary to force them to at least
make tentative projections with an understanding
that they can be modified if they turn out to be
unreasonable. In several SPAs, projects are allowed
to operate for a few months, then are analyzed to
set realistic levels of achievement.

Specifying when these levels will be reached is
also part of, this task. The activities and results ex-
pected to occur in each monitoring, period should
be specified. Techniques for extracting schedules
and expected levels of achievement are given in the
Appendix. The above three criteria for specifying
measures can be applied to determine If a proposed
schedule and set of expeciatins are adequately iden-
tified for monitor* purposes. The ultimate criteria
for the acceptability of the measures is their relevance
for the user of the monitoring system and the con-
fidence that the users place in the measures.

Once the monitoring system manager establishes
the events to be measured and the measures to be
used, he can develop data collection band analysis
procedures and techniques to produce the informa-
tion required. Due to the diversity of projects funded
by SPAs it is not feasible or appropriate to specify
a comprehensive set of measures in this document.
However, to better demonstrate what is being called
for, examples of monitoring measures used in several
states are given in the Appendix.

7 So Reports of the National Advisory Commission on
Criminal Justice Standards and Goals: A National Strategy
to Reduce Crime; Criminal Justice System; Police; Courts;
Corrections; Community Crime '.Prevention; and Proceedings
of the National Conference on Criminal Justice, 1973, U.S.
Government Printing Office, Washington, D.C.
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!VI. TASK 3-- ESTABLISHING THE INFORMATION FLOW

Once agreement has been reached with the user
and the subgrantee on what information is required,

\O!..,maniformg. system manager is faced with the
procedural and clinical problem of producing it.
Activities associ tea with information flow normally
account for mo of the expense and problems en-
countered in m noring. This chapter provides
guidance in establishing an appropriate information
flow by identifying what it should linclude and how
it can be organized.

A. Information FlowWhat it Involves

The, information flow involves four component
activities:

establishing data sources,
collection and transmission of data,
analysis of data, and
dissemination of analysis to users.

The task facing the monitoring system designer is to
close the communication gap between the project
and the user in an efficient and timely manner. He
must develop information collection and processing
techniques and assign personnel responsibility for
each task.

1. Establishing Data Sours**
Data on monitored events can come from a

variety of sources. Four sources most useful for
criminal justice monitoring are:

a. Project-maintained records. Data produced and
maintained by the project are normally the most
accessible source of information. In some cases, the
monitor can use information recorded as part of a
project's operation (suchas in a counseling project
in which progress from one step to the next requires
passing a test). When the subgrantee does not record
desired information or maintain it in a suitable form,
special record keeping arrangements have to be
instituted and, if necessary, included as a require-
ment of the grant.
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b. Records maintained by existing agencies. Many
organizations that act as subgrantees routinely main-
tain records containing information useful- for moni-
toring. (For example, a youth services bureau may
keep such records as follow-up reports on the youths
served.) If agencies other than the subgrantee are
involved in the project, their records can, in many
cases, be used for monitoring. For example, if ode
objective of a youth center were to reduce the tru-

`ancy rate, school records would be a likely source of
monitoring information.

c. Persons familiar with the project. Persons fam-
iliar with the project appear to be the most frequently
used source of information in 'current monitoring.
Project staff members are frequently asked to assess
progress. Or participants in a project or persons in
a position to observe progress, are often asked to
comment on project perfbrmance (such as asking
patrolmen their opinion of the services provided by a
project's police legal advisor). For some projects,
community reactions are obtained for monitoring
purposes (such as asking neighbors of a community-
based corrections facility how well they think the
facility is operated and what benefits are derived by
the neighborhood).

d. Special surveys. Formal surveys of a given
population usually are part of a larger evaluation
effort. For example, in, a project aimed at changing
community opiniohs of the police, periodic surveys
are often conducted which- can be used both to
evaluate and monitor the results of the project. Such
surveys, also can be made a routine part of project
operations.'

Different projects lend themselves to different data
sources, and questions of budget and manpower
often dictate which sources can be utilized. In gen-
eral, the first two categoriesrecords maintained by
the project or an established agencyare easiest to
document and most objective. But if appropriate
records are not ordinarily maintained, such record
keeping might represent an extra cost for either the
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subgrantee or the SPA which could not be justified
or covered by available funds. Where project direc-
tors are inexperienced in record keeping, some SPAs
provide record keeping for9L-44r..help project direc-
tors develop them. For exainple, the North Carolina
SPA has developed personnel time and attendance
forms for use by projects in which the expenditure
of personnel time is an activity to be monitored.
Several states also make it a practice to work with
selected subgrantees to develop detailed data collec-
tion instruments for use by the subgrantees in operat-
ing their projects and producing information for
SPA monitoring purposes. This approach has pro-
duced comprehensive and useful information for
SPAs that have used it. However, developing such
instruments consumes considerable staff time, and
many SPAs have been able to use this approach on
at most a few projects per year.

In summary, the use of record systems is most
practical when the project is operated by an estab-
lished criminal justice agency such as police de-

.

partments, correctional agencies or the courts.
Projects that operate independent of such agencies
usually must either develop special record keeping
systems or depend on subjective assessments of
persons familiar with the project.

2. Collection and Transmittal of the Informa-
tion

Information is collected in two basic ways: site
visits and self-reporting. Site visits are normally
conducted by SPA or RPU staff members and range
from brief superficial contacts to in-depth reviews
lasting several days. The Connecticut SPA makes
monthly site visits to all projects, but in many states
most projects are visited once a yearif at all.
Several states have adopted a sliding scale to deter-
mine which projects will be visited and how often.
For most of these cases, the frequency is determined
by the site of the grant, using a scale such as that
suggested by the National Conference of State
Criminal Justice Planning Administrators; 9

$10,000$25,000one visit during a 12-month
period;

Technique of this type are presented in An Intraduction
to Sample Surveys for Government Managers (Carol H.
Weiss and Harry P. Hatry), The Urban Institute, 1971.

a "Proposed Revised Minimum Standards for State Plan-
ning Agencies?' Adopted by the National Conference of
State Criminal Justice Planning Administrators. July 19,
1973.

$25,000$100,000two visits during a l 2-

month period;
over $100,000four visits 'during each ii.
month period.

The most common frequency used (by those RPUs
and SPAs that attetript to visit all projects regularly)
is quarterly, with visits timed to follow receipt of a
project - generated progress report.

The use of site visits is limited primarily by staff
resources and travel funds. Extracting a comprehen-
sive set of information is time consuming. In several
SPAs or RPUs which conduct in-depth quarterly
site visits, one staff member is assigned responsibility
for at most 20 projects. In those SPAs conducting
comprehensive quarterly site.visits, the visits typically
are made by a grants manager or planner who exer-
cises a variety of management responsibilities for the
projects.

Self-generated reports are used by many states
as a primary means of obtaining information on
operating projects. Typically these states conduct site
visits only when a project reports problems or in-
volves a sizeable subgrant. All SPAs have some
mechanism for subgrantee generated reports. The
mechanisms vary from simple statements that a proj-
ect is operating to extensive descriptions of activities
and results with supporting statistical data. Similarly,
the quality of the information varies greatly. SPA
and RPU personnel repeatedly reported problems in
ensuring the validity and completeness of self-,
generated reports. Costs, for instance, frequently
limit the SPA control over these reports to simply
processing them.

Both narrative and quantitative formats are used
for subgrantee reports and site visit reports. Several
states use both formats and no state appears to
depend entirely upon quantitative reports. Some
states, such as Ohio, have statistical and narrative
sections in the same report. Others, such as Connecti-
cut, collect statistical information directly from proj-
ect directors and narrative reports from RPU site
visits. Narrative formats are of three types:

a. Judgmental reportswhich rely on the project
director or monitor to determine if a project is pro-
gressing satisfactorily. These reports, supply little
or no information for independent assessments. Per-
sons making the report are typically asked to give
general impressions on the progress of the project;
problems encountered; and, sometimes the degree
to which special conditions to the subgrant are being
met. Instructions for `completing the report are fre-
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quently minimal.
b. Semi-structured rek,rtswhich provide infor-

mation on specific topics'but_not necessarily on
specified events. information may be provided on
progress toward meeting objectives without address-
ing each objective individually.

c. Structured .norrative reports which address
specific events, usually the objectives and planned,
activities identified in' the grant -application and
items that the SPA or subgrantee has selected as
measures_ of project progress.

While a narrative report may include some numer-
ical data, some reporting procedures are designed so
that all or most of the collected information is quan-
titative. In these reports, particular measures to be
used normally are specified. Examples of this type of
repOrt are the "Evaluation Progress.Reort" used by
the Connecticut SPA and, the evaluation question-
naire used by the Ohio SPA. Samples of both are
given in the Appendix, along, with examples of nar-
rative monitoring reports.

In general, the structured reports appear to be the
most useful for meeting LEAA monitoring require.,
ments. If, as LEAA requires, the subgrant does
specify items to be monitored, then the monitoring
report can be structured to obtain information on
those items. Such reports then provide the monitoring,
system manager with a basis for verifying that the
desired information and comparisons are being used
in monitoring the project.

3. Analysis of Collected Information
Monitoring essentially involves one type of analysis

comparison of that was planned with what is
being achieved. The type of comparison is largely
determined by the standard for the comparison (the
"planned" results) and the measures of achievement.

At present, the use of quantitative measures in
SPA monitoring reports is quitelimited. In most
cases, available information is deScriptive and nar-
rative such as descriptions of project activities,
services provided by the project, and characteristics
of the project's target population. In these cases, the
analysis is qualitative and basically compares descrip-
tions of what had been planned with what has
occurred. Frequently, the descriptions, are not suffi-
ciently detailed or explicit to support an objective
comparison, and the analysis reduces to a subjective
judgment on the reasonableness of project activities
and achievements. This qpe of analysis would not
support the monitoring now being called for by
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LEAA. The monitoring system manager should
therefore attempt to structure the analysis around
the comparison of objective descriptions or numeri-
cal data,

Sophisticated statistical analysis is not called for
in most cases. Thenumerical measures to be used. for
monitoring purposes typically involve, stocks and
flows'in the criminal justice area, such as number of
persons treated, number of pieces- of equipment
operating, police response times, or number of per-
sons receiving a service. In some cases, rates will, be
calculated, such as number of cases solved per man-
hour of investigation or cost per person given a
particular treatment. Such analysis is mainly a mat-
ter of straightforward arithmetic involving a com-
parison of project performance data with planned
levels of achievement to determine whether the
planned levels have been reached or exceeded.

4. Dissemination of Results to Users
In practice, four dissemination approaches are

utilized: (1) circulate a package containing most of
the collected monitoring information, (2) circulate
a surnmaii, report, (3) transmit portions ofthe infor-
mation and analysis tailored to the needs of different
users, or (4) keep the information on file for dis-
semination on request. In the first three approaches,
the information can be disseminated either on a
routine basis or when a particular need arises.

In the first approach, the circulated package
usually consists of the original report used to collect
the information. It may be accompanied by written
staff comments. This approach is common where
monitoring is decentralized and the RPU staff has
the primary responsibility for processing reports.
This method requires relatively little SPA staff time
and effort, but users complain that they receive too
much information and cannot extract the information
they need.

Summary reports are designed to inform manage-
ment that a project has been reviewed and to con,
firm either that "all is going well" or that there are
problems. A short description of the project and
data on a selected Set of measures frequently are
presented for paCkgrOund purposes: or to support
the findings. This approach- is most appropriate
where a single office coordinates the flow of monitor-
ing information and where the reports follow a
common format.

When distinct information requirements are estab-
lished by different users, it frequently is better to uSe



the third methodto disseminate flifferrent kinds of
information to different users. This approach is used
in several states where an evaluation unit is respon,
Bible for analyzing monitoring reports and forward-
ing selected results to prespecified users. In one state,
program analysis are notified of problems that are
detected, evaluators receive selected statistical in-
formation and administrators receive a summary
report.

Whichever .approach is used, reports can be pro-
vided, either routinely or when certain conditions
exist. For example, several SPAs and RPUs circulate
quarterly monitoring reports to their councils or
boards, whereas other SPAs and RPUs do so only
when a project is being considered for refunding.

In several states, there is very little dissemination
of results. Collected information is filed and extracted
only if problems are detected through some other
communication channel, such as reports in the press
of a misuse of funds.

The method most appropriate for a particular SPA
depends on its management style and organization.
Most decision makers are interested in summary
reports, or having information tailored to decisions
they face, whereas, staff members responiible for
planning projects or providing technical assistance
are interested in more comprehensive information.

IL Organization of the Information Flow',

tPA monitoring systems,vary significantly in orga-
nization of the information flow. This section discusses
three models 'covering management organizational
arrangements that monitoring system managers are
likely to encounter. In general, themanager will have
to design the information flow to accommodate his
SPA's management organization.

The models are essentially distinguished by the
relationships among the user of the monitoring sys-
tem, the analyst and the data collector.

1. If Data Collector, Analyst and Major User
are the Same Person

In the first model, one person or organizational
unit within the SPA or RPU performs most of the
major monitoring tasks and recommends or takes
action in response to monitoring information. The
monitor collects the informatio through reports
submitted by the subgrantee, sit visits or both. He
then analyzes the information t reach a judgment
on the performance of a project. If problem* are

detected, he initiates actions to resolve them.
The most common example of this approach is

where one personusually referred to as a "grants
managercarries out most SPA management func-
tions for a set of projects. Typically the grants man-
agers assist subgrantees in developing subgrant ap-
plications and planning projects, work within the
SPA to have the subgrant applications approved,
oversee operation of the projects and intervene in
those where performance is judged unacceptable.
The grants managers use monitoring information in
planning future projects and providing technical
assistance and may forward it to other components
of the SPA though typically little or no action results
from the latter.

In this model, management actions (e.g., provid-
ing technical assistance) are an integral part of the
monitoring system. The extent to which the grants
manager can monitor and provide assistance to a
project depends greatly on his own program exper-
tise. In many large states and in states with widely
dispersed populations, most grants management as-
signments are made on a geographic basis, instead
of according to program area expertise. Conse-
quently, those monitors face such a wide array', of
project types that often they do not (and probably
cannot be expected to) have in-depth project exper-
tise. Much of the reporting and many recommenda-
tions that result are restricted to items concerning
project implementation and management, such as
ensuring that activities identified in the grant appli-
cation are initiated or that certain records are kept.
This does not address project results as required
by LEAA.

2. If the User is Organizationally Distinct
From Data Collector and Analyst

In the second organizational model, the respon-
sibility for the collection, analysis and use of
monitoring information is distributed among dis-
tinct management units. Typically, collection is the
responsibility of the subgrantee or the RPU. The
information and the results of any analysis are then
forwarded to an SPA unit responsible for further
analysis and dissemination,

In Connecticut, for instance, monitoring informa-
tion is collected through monthly site visits by RPU
personnel and from formatted reports submitted
quarterly by the subgrantee as part of the SPA's
Continuous Evaluation Data Collection System
(CEDCS). The subgrantee reports are submitted to
the RPU, where they are reviewed and compared
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with information from the site visits. If discrepan-
cies are detected, the differences are resolved before
the CEDCS report is sent on to the SPA Audit and
Evaluation Division for further analysis and review.

On the basis of their analysis, the Audit and
Evaluation Division prepares a summary report
which addresses such items as: actual progress rela-
tive to the planned strategy, anticipated impact,
strengths of the project, weaknesses of e pro t
impact upon SPA programming, and gener com-
ments. If outstanding deficiencies are identified, the
evaluators formally note it in the summary report
and bring it to the attention of SPA planners, project
personnel and regional personnel responsible for
monitoring, In general, theievaluation unit does not
have responsibility for seeing that remedial actions
are taken,

In most states, a monitoring report is reviewed
by at least two offices, each of which can initiate
management actionsuch as technical assistance
if problems are detected. For example, in states
where a monitoring report is prepared or initially
received by the RPU, a state level office typically
receives and reviews a copy of the report. In Cali-
fornia, SPA support teams have, in the past, backed
up and overseen the grants management at the RPU
level. Similarly, as has been noted earlier, in North
Carolina the RPUs prepare monitoring reports based
on site visits. 'hose go to the evaluation unit, which
reviews and analyzes them to identify project prob-
lems that exist or are developing. In some cases, the
pro s are already identified in the RPU report
an appropriate remedial action recommended or
taken. In other cases, the analyses by the SPA staff
may identify other potential problems. In any case,
the evaluation unit identifies project problems and
refers them to other personnel at the' state level for
management action.

When monitoring reports are used to flag projects
that need technical assistance, additional informa-
tion often must be obtained, in advance of such
assistance, by phone calls, special site visits or
reviews of other monitoring reports. An advantage
of this approach is that an in-depth review is not
conducted on all projects; and 'when a review is
conducted, it can be performed by someone with
appropriate expertise and be tailored to the specific
problems that have been identified through the moni-
toring system.
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3. If the User Receives All Data and. Carrie.
Out the Analysis ,

In the third model, users are not directly involved
in collecting information, but do receive most of it
in order to conduct analysis for carrying out man-
agement responsibilities. This model is common in
states which rely on a progress report from the sub-
grantee as the primary mechanism for collecting
monitoring information. The quarterly progress re-
ports are sent directly to SPA planners and man-

. agers who use them for refunding decisions,
preparing information for LEAA, etc.

This use of monitoring results is also common in
systems that attempt to collect data on similar
projects to create a data base for planning purposes.
The monitoring reports record previous operational
experiences with specific projects for use in devel-
oping a basis for planning. While this use can be
made on a project by project basis, the expressed
intent in many SPAs is to obtain aggregate informa-
tion on a program basis. Generally, this is not feasi-
ble with systems using narrative reports, which tend
to emphasize different items on different projects
and cannot be aggregated. Monitoring systems using
common data collection formats are for the most
part new, and it is too early to tell' if they will pro-
vide useful data bases for planning purposes.

The selection of a model for organizing monitor-
ing information will largely be determined by the
SPA's management organization. If the SPA has
decentralized management functions, then the first
model (in which one person or management unit
collects, analyzes and uses monitoring information
for a given set of projects) appears to be the most
appropriate. If the SPA has centralized management
at the SPA level but still has a sizeable RPIJ orga-
nization that participates in the management of
subgrantees, then the second model is the most
appropriate. This model is also appropriate for
SPAs with a highly structured staff and management.
divided into distinct offices or units. The third model
appears to be most useful When the SPA has cen-
tralized the management of subgrants and does not
work through the RPU in monitoring funded proj-
ects. Whichever organizational scheme is adopted,
the raonitoring system manager needs agreements
with those who Will perform the various information
flow tasks on what their responsibilities will be, how
much time will be allocated to each task and when
each task will be performed. Then procedures must



be established for integrating the tasks and ensuring
that the desired information will be obtained.

111
C. Functions to be Performed in Establishing
the Information Flow

In establishing the information flow, there are
two basic questions the monitoring system manager
may use in determining when the task is completed
satisfactorily:

Have tasks, responsibilities, schedules and man-
power needed to operate the monitoring system
been identified for each component of the infor-
mation flow?
Is the information produced of sufficient quality
to be useful to identified users?

I. Identify Requirements to Operate the Moni-
toring System

To answer the first question the monitoring sys-
tem manager must have a work plan for operating
the system. He must be able to identify tasks, assign
responsibility for performing them, develop a sched-
ule and specify the quantity and quality of staff
that will be required. Table 3 is an example, based
on the North Carolina monitoring system, of the
type of work plan needed.

In general, it is not sufficient to merely identify
tasks and assign responsibilities. Procedures are
needed to manage the information flow and enforce
discipline on the system. Several states provide for
stringent penalties for subgrantees that fail to report
information or cooperate with monitors. In a few
states, funds are automatically frozen until reports
are received. If the condition persists, the grant is
considered for cancellation. To establish an infor-
mation flow, many states have found it useful to seek
the public backing of the SPA commission, the
executive director and higher state officials. The
attorney general in one state recently sent letters
to all recalcitrant projects emphasizing the impor-
tance and necessity of submitting the requested
reports. Nearly all reports were soon received.

A very simple but necessary feature (lacking in
most states) is a system to monitor the flow of
information. Several SPAs and RPUs do not have or
have only recently established a system to inform
monitors of such items as when, a report is due,
when one is overdue, or when one has been received.
In a few cases, this has resulted in the accidental

double visiting of a project by two different monitors
who then filed contradictory reports. While this did
provide the SPA with an estimate of the reliability
of the information system, it demonstrated theSPA's
lack Of control in such simple matters as scheduling.
Since this type of record keeping is a feature of the
Grants Management Information System (GMIS)
being introduced into several states, this problem
may be solved in those cases. In the meantime, sev-
eral SPAs and RPUs have solved the problem by
using coded index cards or display boards to record
when specific monitoring tasks or activities should
occur. Some states have secretaries circulate a week-
ly status sheet with this information on

2. Establish Procedure to Exercise Quality
Control

In establishing an information flow, the monitor-
ing system manager needs to know whether accurate
information is being produced. For this purpose,
reports by subgrantees are typically reviewed by
RPU personnel before they are used for manage-
ment purposes. Generally the RPU staff are in such
close touch with projects in their region that they
will be able to determine reporting accuracy. In
other states, the RPU staff are so involved in projects
funded through them that the staff cannot review
reports objectively. In many states SPA personnel
planners, grants managers, monitors or evaluators
are in regular contact with the RPU staff. It is be-
lieved that through these contacts, and in several
instances through contacts with subgrantees, enough
is learned about the objectivity of the RPU staff and
about individual projects to be able to sense whether
monitoring reports are likely to be inaccurate or.
incomplete. In at least one state Michigan --SPA
staff members regularly conduct site visits to a few
projects in each region to verify the accuracy of
reports submitted through the RPUs.

To reduce dependence on the subjective judgment
and capability of their staff, several SPAs have
developed standard monitoring reports and criteria
for managemeht action if probleims are detected. In
these cases, the critical factor in designing reporting
forms and criteria is to ensure the reliable collection
of information and the consistency of the judgment
process. As noted in Table 3, the North Carolina
Evaluation Unit reviews all monitoring reports sub-
mitted by RPU personnel and critiques them. This
feedback to the RPUs on the quality of reports com-
bined with training sessions for monitors, appears
to be a useful process for improving the quality of
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the information provided. However. the frequency
with which SPAs alter the procedures and forms for
monitoring (due frequently to turnover of person-

net) demonstrates the difficultly; that states have
Mid in developing an acceptable information flow
process._

TABLE 3 WORK PLAN FOR NORTH CAROLINA MONITORING SYSTEM

Component Task: Reepondbility Schedule

A. Establish Data I. Define how success or
Sources progress of project will be

measured and specify
what records will be kept.

2. Project initiates data col-
lection technique.

I. Subgrantee /regional
project analyst/SPA
evaluation staff.

2. Subgrantee.

1. During development of
prtrject application.

2. At the beginning of the
the project.

13. Collect Data 1. Verification of projects
for which quarterly
reports are due.

2. Site visit to project.
3. Complete quarterly

subgrant progress report.

1. SPA evaluation chief/
regional project analyst.

2. Regional project analyst.
3. Regional project analyst.

1. Two weeks before end of
quarter.

2. At the end of the quarter.
3, Within 15 days after.end

of quarter.

C. Analysis of Data
and Product

1. Preliminary analysis in
written report.

2. Review reports substan-
tively and qualitatively.

I. Regional project analyst.

2. SPA Evaluation Unit.

I. Within 15 days after end -

of quarter,
2. For two weeks following

receipt of reports.

D. Dissemination to I. Completion of request for
User evaluation follow-up.

2. Presentation of status
report on quantity and
quality of alt progress
reports to SPA mgmt.

3. Writing letter to each
regional project analyst
on quality of reports.

I. SPA evaluations
assistants.

2. SPA evaluations chief.

a

1 SPA evaluations chief.

1. Immediately after review.

2. After review of all
reports.

3. After review of all
reports.

Aa mtbeats of the tints required for sack individual task is depend** upon marry factors, but a brief suminstry of reeposeibilitiee for gaff le.
volved in the monitories system will provide a comatt for awattes seeded staff Mac
SPA ivalsatios Unit. The North Carotins Evaluation Veit of four person, cosieletisis of the chief and three seeletitats, porfones the tutor tots
ot reviswies outmost applicatioes sad review's, vibrant quarterly progress reports> Other responsibilities Include givhm evaluatioe technical
sailetance sad coeducties missies for resiosal protect ambits, *ad developing Istqlospth evaluation wideness for selected program mem. The
Vahan°. Veit has reeposeitality for the overall manawrosat of the snoritoriss system which does not lulu& Mate ammo protects, dlacretkes.
err groats or smallersonsel protects such at costununications, camomile's sad equipment subsraets.
Regional Protect Arolyeir. MUNK of the sevestme realms ham a project wlyst whom main rsepousibilltim are to develop ..b rant
does and complete the Monad Quarterly Progress Reports for all Inoothosid projects. A eke risk at leak saes * wetter to each project is
required for the purpose of data collection. The analysts may *leo have shorts atasagemert remoesibnities for some or all projects winds the
resift.
Reglosial Coardfrunort, The regional wordier/tots Is the SPA have the geseral respowdbilky of Wag the SPA Whatnot salaams liaison with
ladividual projects. Their reepatelbilltim isclude tattles action ea the Evaluation Pollow.up Poem leniated by the Embalm Veg.
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VII. TASK 4- ASSURING THE UTILIZATION OF
'MONITORING INFORMATION

Experience demonstrates that simply producing
evaluation and monitoring informatiotiOften does
not lead to its utilization. This chapter discusses
some of the problems which inhibit utilization and
offers guidelines to the monitoring system manager
for assuring the utilization of the monitoring system.

A. How th SPAs Can Motivate Utilization

An examination of monitoring system utilization
involves two questions: is_ the information acted
upon, and do the information and actions contribute
to achievement of SPA objectives? Previous chap-
ters noted that most SPAs do not operate their
monitoring systems in such a way that these ques-
tjoris-can be answered, and' only a few states appear

if° have the capability to routinely track utilization.
North Carolina is one SPA that has attempted to
build such capability into its monitoring system.

In North Carolina, the SPA Evaluation Unit
reviews all monitoring reports. If problems are
detected, the reviewer fills out an "Evaluation Fol-
low-up" form that summarizes the problems and
recommends action. This form goes to a program
analyst responsible for providing technical assistance
to the project. The program analyst acts on the
problems, then completes the form by giving the
name of the project personnel contacted and a
description of the action taken and returns the form
to the evaluation staff. The evaluation staff keeps a
log of transactions to provide a record of the utiliza-
tion process. These procedures ensure that forms
are not lost and that the monitor is aware of the
the actions taken to resolve the problems. Subse-
quent monitoring can determine if the probleins
were in fact resolved.

North Carolina's system is built for one type of
management. It has not operated long enough to say
whether it is well managed, highly utilized and
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effective. But it does suggest an approach toward
assuring utilization. Other states use more informal
methods to effect utilization. In some states, the SPA
or RPU executive director discusses negative reports
with members of the SPA or RPU board who have
a direct association with a faltering project. The
implied threat to present the negative information
to the full board frequently causes the board mem-
bers associated with the project to take action to
remedy the situation. Another technique is to rou-
tinely disseminate the monitoring results to local
units of government and public interest groups, ii4
tactic found especially useful by some SPAs.

Most states depend on dissemination techniques
to motivate action. In this regard, many SPA' have
found it effective to periodically provide decision
makers with concise summaries of monitoring re-
ports framed so as to call for action on the part of
the recipient. Yet, even when a monitoring system
identifies faltering projects, if the SPA does not have
the resources to act or procedures for taking the
action, then no action will consistently result from
the information.

Specific examples of management problems which
inhibit the use of monitoring efforts are:

No criteria exist for responding to the monitoring
information. For example, how deficient should a
project be before technical assistance is given or the
grant is cancelled? If no criteria exist, then informa-
tion on the level of performance may be useless.

Resources do not exist for responding to the
monitoring information. For example, an SPA that
does not have the, manpower or resources to assist
a project that is having problems will have little use
for an information system that exists primarily to
support a management response to projects that are
not performing as planned.

Programs and management objectives and man-
agement responsibilities are too diverse and numer-
ous That is, more questions are asked than can ever
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be answered and concentrating on any one set will
not result in the extensive utilization of monitoring
results. For example, an SPA that tends to change
the criteria for program performance every time a
funded project falters obviously has no predeter-
mined objectives.

These types of problemsagreeing on informa-
tion required by the userare dealt with in Task 1.
Due to communication problems and the continual
changes in the managements of SPAS, however, the
problems do not end there. Procedures need to be
established to accommodate change and verify the
continued need for information. Frequently, the
monitoring system manager and the user have little
contact even th9ugh the SPA may have undergone
several management changes or information needs
have changed. Moreover, once some information is
produced, the users may better understand what their
requirements are.

Most monitoring systems also have technical and
procedural problems limiting their use. For example:

Information may not be in a form that can
readily be used by adminiltrators and decision mak-
ers. One common complajnt by SPA staff is that
their boards did not review monitoring and evalua-
tion results because reports are tqo long, too in-
volved or incomprehensible.

Information does not arrive in time to act. For
example, due to data collection and processing pro-
cedures, monitoring results may lag six months or
more behind an event with the result that it is too
late to react to a situationsuch as a need for
technical assistance.

Projects are funded without explicit statements
of planned results. For example, no objective cri-
teria are given to determine if projects are perform-
ing as planned.

These problems are related tithe execution or
Tasks 2 and 3the development of project plans
against which progress can be measured and the
establishment of an information flow. However, the
only sound test of how well these tasks are carried
out is to evaluate the utility of the product. 'Thus,
the monitoring system manager should set up proce-
dures to measure use of the information and the
degree to which SPA objectives are met.
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B. Guidelines lor Assuring Utilization
of a Monitoring System

in Task 1 three guideline's for developing a moni-
toring system were put forward: test the accept-
ability ,of the monitoring system product, test the
feasibility of obtaining the monitoring system infor-
mation, and make sure that the monitoring system
can be evaluated as part of a management support
program. The guidelines for Task 4 involve imple-
menting an evaluation of the monitoring system by:

setting up procedures and data sources to mea-
sure progress toward SPA objectives,

setting up procedures and data sources to mea-
sure user action on monitoring information, and

being prepared to redesign the system if it is
not effective.

The ultimate test of the utility of monitoring
information is the degree to which ircontributes'to
achievement of SPA objectives. To carry out this
test, the monitoring system manager must be able
to measure SPA objectives, record the use of moni-
toring information and associate the action taken on
the basis of such information with achievement or
non-achievement of SPA objectives.

To illustrate the above guidelines, consider a case
where the management strategy is to reallocate proj-
ect funds to reduce the amount of unused money
returned to LEAA. The SPA objective can be mea-
sured in terms of (1) total funds returned annually
to LEAA, and (2) the number of projects ending
With funds available that could have been reallo-
cated. Both sets of data should be routinely avail-
able from SPA accounting systems. The impact of
the monitoring system and management action can
be inferred by examining the following type of infor-
mation (where success and failure is defined by the
project expending all its funds):

the amount of money unexpended by projects
earlier signaled by the monitoring system to
be successful, i.e., expected to expand all funds,

the amount of money unexpended by projects
signaled as not expected to expend allocated
funds, and
th© number of projects signaled as not expend-
ing funds which had money reallocated.
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If the first measure turns out to be too high, the
quality of the monitoring information may be sus-
pected and it inferred that the monitoring system
is no effectively identifying potential problems. If

end measure is too high, management action
may be adequate to resolve identified problems.
Info tion such as given by the third measure
woul help determine the adequacy and the validity
of .1 monitoring system and the adequacy of the
management action. All three of the measures should
be built into the monitoring system to test its utility.

If SPA objectives are not being met --as when a
large number of projects are not expending all their
fundsthe fault could be:

(1) the monitoring system is not producing the
required information and must be altered,

V
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(2) the management action is inappropriate or
inadequately applied and must be changed,
and/or

(3) the objective is unattainable and should` be
changed.

Themonitoring system manager will have to decide
where the Wit lies based on his kcowledge of the
situation. With this experience in hand, Tasks 1, 2,
and 3 would have to be executed again. Based on
previous experience in the LEAA. program and
other Federal and state programs, the, monitoring
system manager should be prepared to routinely
modify the monitoring stystem based on evaluation
of its operations if continued utilization is to be
assured.
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APPENDIX

EXAMPLES. OF PROCEDURES AND MATERIALS USED IN MONITORING
CRIMINAL JUSTICE PROGRAMS

Several SPAS have procedures and instruments for
monitoring and monitoring techniques that could be
used by other criminal justice agencies. Examples of
these procedures and materials were chosen to illus-
trate methods of: exercising quality control over a
monitoring system; utilizing quantitative reports in
-monitoring; structuring a project for monitoring;
and focusing monitoring-activities on selected issues.
The examples presented' were selected front a survey
of SPA monitoring activities. Their inclusion here
does not represent a judgment that they are part of
the best or most effective monitoring instruments or
techniques. They were chosen solely as illustrations
of how certain monitoring tasks could be accom-
plished. Before providing specific information About
the systems presented here, a brief description of
the methodology used in the survey to determine
current monitoring practices is presented.

Initial contact was made with 38 of the 55
SPAs through astructured telephone interview. Staff
Members .asked background questions about each
SPA contacted and about monitoring and evalua-
tion of LEAA funded projects. The persons con-
tacted at the, SPAs include Directors, Planners,
Evaluators, and Grants Managers. Information on
monitoring and evaluation procedures in other SPAS
was obtained through informal interviews with Re-
gional Office staffs and SPA staffs. State Compre-
hensive Plans and documentation provided by the
states contacted were reviewed.

Based on the interviews and available documen-
*tion nine states were visited in an attempt to collect
more detailed information about their monitoring

Much of what was learned about those
activities has been presented in the document. Eight
monitoring systems, six state systems and two ItPU
systems from one state, are presented in summary
form here.

Many of the states contacted indicated that their
monitoring systems were new or had recently under-
gone changes or were in the process ofbeing designed
or changed. Most of the systems described in this
appendix were implemented or changed within the
past year. In fact, only one of them has not under-
gone some change, including*personnel, or has not
been effected by SPA policy changes during the few
months immediately preceding the publication of

this document.

A. An. Example of Tools and Techniques
for Controlling the Quality and Use
of a Monitoring System

The Evaluation Unit of the North Carolina SPA
has incorporated into the monitoring system certain
techniques to control the quality of the information
provided by it. In developing the system, attention
was given to the importance of the subgrant appli-
cation as the basis of monitoring and the corre-
sponding importance of the regional project analysts'
role in developing the application. The analysts work
with subgrantees to develop acceptable grant appli-
cations, and make quarterly site visits to collect the
data necessary for preparing monitoring reports.
Although the basic forms used for subgrant applica-
tions and monitoring reports are similar to those
used by other states, the difference is in the proce-
dures developed the Evaluation Unit that allow
a centralized SPA evaluation staff of four to affect
the content and quality of the applications and
reports.

The first quality control measure is the Evalua-
tion Unit's review of subgrant applications to ensure t
that the prerequisites for monitoring and evaluation
have been fully developed according to the instruc-
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tions given in the application. This must include: a
clear statement of the problem, a goal statement with
quantifiable implementation and performance objec-
tives, specified project methods and procedures, and
an evaluation design. These instructions for the
application can be found in Exhibit 1. The program
Component Review of the Subgrant Application
Processing Forth, Exhibit 2, gives the criteria used
by the evaluation staff to judge as adequate or
inadequate the sections of the application for which
they are responsible. Unlike many SPA evaluation
staffs, the Evaluation Unit shares equal authority
with the planning and fiscal staffs to reject the part
of the subgrant application for which it is respon-
sible and send it back to the project analyst to be
rewritten. When an application is rejected, it is sent
with the critique and questions of the SPA staff to
thkregiorutl project analyst who revises the applica-
tion accordingly and resubmits it. If assistance is
needed in redesigning a project for evaluation or
monitoring purposes, the Evaluation Unit will pro-
vide technical assistance to the regional analyst and
the applicant.

The importance of the subgrant application for
monitoring can be understood in reading the instruc-
tions of the Quarterly Subgrant Progress Report
given in Exhibit 3. For example, item VI instructs
analyst to "refer to goal statements, implementation
objectives and performance objectives as listed in
the subgrant application and outline progress made
toward their achievement this quarter."
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In order to obtain the desired .information and
degree of specificity in these reports, the Evaluation
Unit has developed two methods for.interacting with
the regional ppject analysts: formal training ses-
sions and critiques of monitoring reports. Exhibit 4
is a sample quarterly report prepared for use in a
workshop seminar with the analysts, and Exhibit $
is the accompanying list of criteria which would be
applied in a critique of a monitoring report for the
sample project. The sample criteria are given as
guidelines to assist the analysts as they prepare their
reports and to provide them with the basis which
will be used to judge the project and their report.
The Evaluation Unit reviews all quarterly reports
submitted by a project analyst and returns a written
critique of the reports each quarter with suggested
improvements. Improved reports and more coopeta-
don from analysts are cited as evidence of the effec-
tiveness of the feedback process.

The quarterly reports are also reviewed to identify
problems that warrant further investigation or action
by the SPA. Exhibit 6 gives the form used by the
Evaluation Unit to bring identified problems to the
attention of those in the SPA responsible for acting
on them and to receive follow-up information on the
subsequent action taken. This procedure provides
the Evaluation Unit with a method of monitoring
the use of their system in terms of affecting project
operations. North Carolina Exhibits 1-6 are _pre-
sented on pages 31 through 44.



NORTH CAROLINA Exhibit 1

INSTRUCTIONS-FOR PREPARATION OF SUBGRANT APPLICATION = PAGE 2 ITEMS

General Instructions

The following pages provide the writing space and instructions for completing each section of the narrative, The instructions needed

to complete each page are printed opposite that page. It is suggested that the complete set of instructions be read before beginning

to write and that each section% instructions be thoroughly reread before wilting the respective section which they cover, If MOW-

space is necessary, add extra lieges 484/2 x II) clearly noting to which section they belong,

In preparing to write this portion of the application it May be helpful to review the materials contained M the current State Plan.

Also review local plans and reports which provide backgrund information in terms of existing law enforcement and criminal justice

conditions which affect-(or will be affected by) this-project,

It is imperative that this part of the application be clear, complete, and concise. Unless the project is adequately described in this

narrative. it will be impossible to complete a review and consider the application for funding at an early date The narrative should

be presented in a manner that is easily understood. Each application is judged on its conceptual merits and the proposed

administrative structure for implementation, not on the "grantsmanship" of the applicant.

The application is designed to permit an orderly presentation of a project,. The items identified are those which provide a basic

description of the structure and intent of the project, Each item relates to that which precedes it. Wows item is poorly organized or

haphazardly presented, those which follow will be affected,

Applicants are advised that the funds available to the Division for making awards are not extensive. Since the ()Inds are limited in

amount, it is impossible to meet every identified need or problem for every unit of government, Care should be exercised in

selection of project applicatiMs for submission. because the approval of a submitted application ncOltrtiinate or restrict

consideration of future applications from the same applicant Awards are made only to city and county governmental units and

state ageneiei,

13,The Problem. In this part the problem which this project is intended to additss should be described and defined, Accurate problem

definition is essential because the application can only be reviewed and evaluated according to the problem it purports toresolve,

Further, if the applicatiortis approved and the project funded, the success of the project can only be measured in terms of its

impact upon that problem. Be particularly careful that the problem described is specifically related to the activities or effort

proposed in itenm 1719 of this application. Describe the problem in a manner which offers the potential to observe and measure its

dimensions before, during and after the project activity..

Asa minimum this Hem should,

(I) Describe the nature and scope of the problem addressed in this application.

(2) Provide supporting facts and figures which describe the existence of this problem and a summary of your analysis of the

implications of this information..

(3) Describe the underlying causes of the problem.

(4) Provide a clear description of the impact or effect of the problem on Other agencies or swims.. Discuss their awareness of the

problem, their need to solve it, and their relationship to your agency as it relates to this problem.

(5) Provide a summary indicating legal responsibility andlor past achievements, experience, or recent activities which qualify the

applicant agency to implement the project.
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INSTRUCTIONS FOR PREPARATION OF SUBGRANT APPLICATION = PAGE 4 ITEMS

17. Gail Statement and Measurable Objectives: This section is vital to the application. It should clearly and concisely present the
goal statement and measurable objectives for the project. In other word', this section should describeprecisely what the project will
achieve and/or demonstrate. The goal staten'rnt and measurable objectives presented in this section should be directly related to
the statement of the problem (page 3) so that the project, can be evallated in terms of its ability to resolve the problem identified.
The methods and procedures and evaluation design items called for in the next two sectidAs of the application (pages 5 and 6) must
be designed to achieve and document the achievement of the goal and objectives establish.d in this section.
Asa minimum this section should:

(l) Specify a goal statement for the project. The goal statement should ckarly communicate the intended result of the project as of
the end of the subgrant period. The goal statement identifies, before the project starts, what must happen or be achieved in order
for the project to be considered a success. The goal statement must be precise enough so that a person could, on the basis of project
records and data, determine if the project goathas been achieved.

"s Consider the following example of a broad, poorly defined goal statement: "To decrease juvenile delinquency and juvenile
problems ". What_ oes the writer mean by delinquency? Formal charge brought against juveniles in -State courts? Truancy?
Neighborhood complaints? Drugs? Whom does the writer consider to be a juvenile? Everyone under 21 years? Persons 13 - 18
years? What is considered a juvenile problem? Criminal problems? Family problems? Employment problems?
Now consider the following measurable goal statement: Twelve (12) months after project implementation in the community there
will be at least a 20% reduction in juvenile court referrals among persons (male and female) under the age of 17. Juvenile court
referrals for the last six (6) months of the project will be compared with the same data from the same period for the previous year.
It. would be possible, with supporting data, to determine if a project with this goal statement had succeeded.
Below is one method for writing a precise goal statement:

(a) Identify the terminal (end) behavior or condition which will be acceptedas evidence that the project has achieved its goal.
.(In the example above - reduce juvenile court referrals)

(b) Try to further define the desired behavior or condition by describing the important limitsor circumstances under which they
behavior and/or conditions will be expected to occur. (In the example above - (I) within 12 months (2) among perscIns
under 17 years)

(c) Specify the criteria. of acceptable performance and/or results by defining the minimum acceptable functioning level of the
project. (In the example above by 20%)

Note: Complex projects may have more than one goal statemeiir

2 (2)Identify impkmentation objectives for the project. Implementation objectives reflect major activities necessary to begin the
project. They should be , stated in the order in which they will happen. Describe how completion of each activity wilt be
documented. For example:

(a) Space in which to conduct the project will be rented within two weeks of the subgrant effective date. A signed lease will
docurnerit.this action.

(b) Six new patrolmen will be hired within six weeks of the subgrant effective date. Signed personnel papers will document the
accomplishment of this objective.

(3)Identify performance objectives for the project. Performance objectives indicate major behavior (activities) necessary to conduct
the project as planned. Each performancesrobjective should incorporate, where applicable, specific behavior, the method or pro-
cedures to be followed, time specifications and how achievement of the objective will be documented. Performance objectives
'should answer the questions (1) Who? (2) What? (3).. Where? (4) When? (5) How? (6) Under what conditions? (7) To what level of
acceptance? (8) As documented, by what? For example:

(a) The six patrolmen hired will successfully complete 120 hours of basic law enforcement training at the local community
college within the first six months of the project. Documentation ofcourse completion will be provided by the community,
college.

(b) The Youth Services Center staff will teach 150 school personnel how to change unacceptable, illegal behavior patterns
(delinquent ,behavior) into acceptable, legal behavior patterns by using workshops to teach proper use of techniques. A,
passing score of 70% must be made by personnel before receiving credit.for the workshop. Documentatiorr.will include
attendance records, test scores and certification of course completion.

Note:. Technical assistance in preparing goal' statements, implementation objectives and performance objectives is available at
regional planning agencies and the Division of Law and Order.
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INSTRUCTIONS FOR PREPARATION OF SUBGRANT APPLICATION PAGE 5 TEEMS
1I

18. Methods and Procedures: This item should describe the duties and tasks of each project, employee and/or consultant necessary

to achieve the goal(s) and objectives discussed in the previous item. It should begin with a brief overview of the approach to be used

during the active life of the project, followed by a precise definition of the actual methods which will be used to carry it' out. This

part will be necessary to project staff at the time of implementation. The information provided will facilitate judgements regarding

the potential for timely, smooth implementation and project success.

As a minimum this item should:

(1) Introduce the general approach through which the project proposes to deal with the specified problem.

(2) Present in detail each of the various steps or phases of the project. This piesentation should include the following material:

(a) An explanation of hoVi the project will progress to reach each implementation and performance -objective listed on page 4.

(b) A project schedule showing what will be accomplished at each phase and the estimated time interval involved. Implemen
tation and performance objectives may be referenced by their number on page 4.

(c) A description of how the proposed work will be organized and staffed (including a statement of hours per week for each

person).

1. describe precisely the responsibilities of the project director.
2. describe, the functions and responsibilities of all other project personnel.

3. describe the exact role of administrative or advisory bodies concerned with the execution of this project.

(d) The techniques and controls which will be used to manage each phase of the project.

(e) The criteria which will be used to decide when to advance to each phase listed in the project,schedule in (2) (b) above.

(3) If equipment is to be purchased as a part of this project, describe its prOposed use and the manner in which it will create or
enhance capabilities. Provide justification for each major piece of equipment.

(4) Describe any special or technical assistance from outside your agency which will be required to complete the actual work and

how this assistance will be utilized as an integral part of the project.

(5) Describe physical facilities which are available and any additional facilities needed to complete the project.

(6) Discuss anticipated problems associated with implementing the.project and how these problems will be dealt with.

(7) In addition to the basic requirements cited above, the following special requirements apply to applications for development of

training programs. Each application should include:

(a) A description of the method of identifying and selecting individuals who will receive the training, including criteria used to

define those who are in need of the training.

(b) A description of training materials proposed (attach an outline of the proposed curriculum).

(c) A description of method(s) of presenting the material.

(d) A description of training staff credentials.

(e) A description of how retention of materials presented duringthe training program will be'measured.

(f) A statement of the number and length of dasses scheduled, plus projected starting dates.

(g) An estimate of the total number of trainees expected to complete the program and the identity of units of government

expected to provide these trainees.

(h) Any special credit, status, or, certification to be awarded as a direct result of successful completion of the training program.
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INSTRUCTIONS FOR PREPARATION OF SUBGRANT APPLICATION PAGE 6 ITEMS

19. Evaluation Design: The evaluation design should describe the specific plans and activities whichwill be pursued to measure
progress toward and achievement of the goal statement(s) and objectives identified bn page 4. Final evaluation of the project and
any consideration for continued funding will depend upon a well developed evaluation design -for documenting the achievement of
the Ipal stattment(s) and objectives. The evaluation design should provide for and rely upon objective measures `and judgments.
Do not propose a design which relies only upon the subjective judgement of project' personnel, local officials or advisory groups.
Evaluation activities should be built into the work of the project rather than "added on". to It. Evaluation activities should be
wooing throughout the project.

The_subject areas listed below should be addretted as a minimum requirement for fundingconsideration:
(1)Provide a general overview of the proposed evaluation design.

(2)Define how the level, scope or nature of the impact expected, as identified in the goal statement(s) and objectives on pap 4, will
be measured. Explain how accomplishments will be recorded.

(a) What specific measuring devices will be utilized?
(b) What facts and figures will be collected?
(c) How will those facts and figures be used to show actions and outcome?
(d) How will the facts and figures collected be related to the progress of the project?
(e) How will these facts and figures be used to identify the strengths and weaknesses of the project?

(3)Describe how the information pined during the active life of the project will be used to make adjustments in the project and to
improve the final product or new services developed.

(4)1dentify project personnel responsible for completing evaluation activities described. Describe any specific outside technical
assistance which will be required to conduct evaluation activities and the arrangements made to acquireit.

(5)Explain the standards which have been established to determine whether or not the project will be continued at the conclusion
of the subgrant period.
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NORTH CAROLINAExhiblt 2

Subgrant Application Precessing Form

* * * EVALUATION COMPONENT REVIEW " * Section 0

Reviewer
Review Date

GOAL STATEMENT AND MEASURABLE OBJECTIVES

Indicate: Adequate ( ): Inadequate (x); qr Not Applicable ( )

(1)
Who?

(2)
What?

(3)
Where?

(4)
When?

(5)
How?

(6) Under Whit
Conditiont?

(7) To What Level
of Acceptance?

(8) As Documented
by Whom? '-'

Goal * 1

Goal * 2

Goal * 3
Implementation
Objective * 1

' ,

Implementation
Objective * 2

,

Implementation
Objer"...e * 3 .

Performance
Objective * 1

.

-
.

'

Performance
Objective *,, 2

Performance
Objective # 3 -

EVALUATION DES GN

Application-Description of
.

.
'Ade

eq uat
..' Inadequate: Explanation

1. General Evaluation Design

2. Methods and Procedures (for evaluation) o

o

is

a. Measuring Devices

b. Data Collection Procedures

3. Application of Evaluation information e w

4, Staff (for evaluation activities)

5. Standards for Continuationof Project ' '
6,:- Related Budget Items

SUMMARY STATEMENTS:

Goal Statement:

Implementation Objectives (Inspection Factors):

Performance Objectives (Evaluation Factors):

State of North Carolina Divsion of Law and Order Raleigh, North Carolina

"le
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NORTH CAROLINA Exhibit 3

N. C. Department of Natural nd Economic Resources

Division of Law and Order

P.O. Box 27687

Raleigh, North Carolina 27611

Quarterly Subgrant

Progress Report

Subgrantee (Name & Address) Project Numbir:

Project Title:

Date Submitted:

Report Period.,

Date of Award:

Date of Implementation:

Total Federal Award-.

Program Category'.

PrCifeCt Director_

-,- ---PleaSe_jautuar,AlLAusitions thoroughly and succinctly in itemized attachments and additional documents.

I. According to the time criteria in the subgrant application (p. 4 & 5), is the project on schedule?
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II, Have Special Conditions on the grant award been met?

Ill. What specific problems or unexpected results .have affected projectactivity?

A. Financial

B. Programatic

What corrective action hat been taken this quarter, or is planned for the next quarter?

IV, Which of the three LEAA goals is justification for this project?

V. Itemize records being maintained for evaluation purposes, summarize data collected this quarter, and

specify the party responsible for its accuracy.

VI. Refer to al statements, implementation objectives and performance objectives as listed In the subgrant

application and outline progress made toward their achievenienOthis4uarter.

VII. How many on-site visits were made during this quarter? Give date, parties Involved, and nature of visit.

VIII. Additional comments:

Report Completed By

Title

Date

4(3
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NORTH CAROLINA,Eichlbit 4

N. C. Department of Natural and Economic Resources

Division of Law and Order

P. O. Box 27687

Raleigh, North Carolina 27611

SAMPLE

Quarterly Subgrant

Progress Report

Subgrantee (Name & Address)

Blunt County Sheriff's Department
Bluntsyillok N.C.

Project Number: 19-016-171-11

Project Title: Detective Division L.
Blunt County

Date Submitted: 1/11/74

Report Period: 2

Date of *Wad: 6/30/73

Date or Implementation: - 7/1/73

row Federal Award:

Program Category,-

Protect Director:

$5,837.00

E-1

Sheriff,Hopalong

38

Please answer all questions thoroughly and succinctly in itemized attachments and additional documents.

I. According to the time criteria in the subgrant application (p. 4 & 51, is the project on schedule?
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Have Special Conditions on the grant award been met?

III. What specific problems or unexpected results have affected project activity?

A, Financial

B. Programatic

What corrective action has been taken this Ouarier, or is planned for the next quarter?

IV. Which of the three LEAA goals is justifieation for this project?

-V, Itemize records being maintained for evaluation purposes, summarize data collected this quarter, and

speeify the party responsible.forits accuracy.

VI, Refer to goal statements, implementation objectives and performanceobjectives as listed in the subgrant

application and outline progress made toward their achievement this quarter.

VII. How Many on -site visits were made during this quarter? Give date, parties involved, and nature of visit,

VIII. Additiorial c-omineilL

Ms. Susie Smart
Report Completed By _

1.

`title _ legiagaLlrojett- AWL

Date__ _..1"enusrry _1(4_1974_1_

18
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I. The project is on schedule except for the purchase of project equipment. The
project called for all equipment to be purchased by September 30, 1973.
The only items of equipment purchased by that date were the camera and
electronic flash. These two items were purchased on September 30, 1973, from
the Capital Camera Shop at a cost of $152.09. I requested that the remain-
ing items of equipment be purchased by the end of January, 1974.

II. Special conditions C -i and 2 have been met. Special Condition C-3, requiring
project personnel to receive 40 hours of training as approved by the Criminal
Justice Training and Standards Council will be met by the end of the next

. quarter. Special Condition C-4 is a standard condition on all grants and is
being met.

III. A. There is a financial problem with this project in that there are not
sufficient funds for total operation of the detective division; the county
must assume the cost of a vehicle for the detective, motor vehicle operation
expenses, uniforms and various supply and operating items. This additional
expense to the Sheriff's Department may hinder their libility to provide
local matching funds for potential future projects. This situation will be
discussed with the Regional Analyst to see if it can be remedied in any
way.

B. Only two of the eight items of equipment have been purchased to date,
therefore reducing the effectiveness of this project. The Project Director
stated that all equipment items would be purchased by January 30, 1974. I
plan to follow up on thisirebruary 1, 1974.

IV. The LEAA Coal applicable_to this project is "To Improve the Criminal Justice
System."

V. A. Records being maintained for evaluation purposes are:
1) Personnel Records
2) Time and Attendance Reports
3) Training Records
4) Activity Repbrts
5) Reports. of Crimes Committed
6) Arrest Reports
7) Reports of Crimes Solved

B. Data collected this quarter is as follows:
1) Personnel records indicate that Tom Terrific was hired by Bluntsville
Sheriff's Department July 31, 1973 as a Deputy; that same day Deputy
Sam Slick was assigned to head the Detective Division. (The Administra-
tive Assistant is responsible for the accuracy of these records.)

) Deputy Terrific works an average of 42 hours a Week on the second
obi from 3:00 p.m. until 11:00 p.m. Detective Slick works an average

0 hours a week; he works from 4:00 p.m. until 11:00 p.m. and is
also available on request for investigation of crime scenes. (Sams as
#1.)

3) Deputy Terrific is a probationary officer and has been receiving 6
months of on-the-job training. The six months training will be completed
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January 30, 1974; he will then attend a 160 hour Introduction to

Polide Science Course fo begin February 4, 1974 at New Hanover Tech-

nical Institute.

Detective Slick i6 presently taking an 80 hour Advanced Investigation

course; he will complete this course January 18, 1974. (Same as #1.)

4) Attached are monthly activity reports for Deputy Terrific and

Detective Slick. Deputy Terrific has spent all., of his time this quarter

receiving on-the -job training. Detective Slick has worked on 20

cases during this report period. The Breakdown of these cases is as

follows: 10 - Breaking and Entering -

6 - Larcenies
-4 - Assaults

Of these 20 cases the 4 assault complaints were determined to be

unfounded, and 8 were cleared by arrests, (6 Breaking and Entering and

2 larceny complaints) therefore a total. of 12 cases were ciiired.

Sheriff Hopalong, Deputy Terrific and Detective Slick are responsible

for the accuracy of these records.

5) There were a total of 20 complaints filed this quarter. (Records

Clerk is responsible for the accuracy of these records.)

6) Fifteen arrests were made this report period. Of the fifteen

arrest made, eight arrests were made for crimes committed this report

period. (Same as #5.)

7) As previously mentioned, 20 complaints were filed in the categories

of Breaking and Entering, Larceny and Assaults this report period. 12

cases were cleared - the 4 assault cases, were determined unfounded and

8 cases were cleared by arrests. (Of the 8 cases cleared by arrests,

'6 were Breaking and Entering. and 2 were larceny.). (Same as #5.)

VI. The Goal Statement is that within.tweIve months after implementation -the.

County of-Blunt will realize a minimal of a5% increase in the number

of crimes solved within the following three crime categories":

Assaults 72 increase

Larcenies - 52 increase
Breaking & Entering .1 8% increase

This project was implemented July 1, 1973; we are using 'July 1, 1973 as the

beginning date for our statistical comparison. Each quarter we,includi the

number of complaints and cases cleared for that period. We also make a

quarterly comparipon to see if we are progressing towards our goal. (See

attached.) To date we are progressing towards our goal and feel that the

goal is realistic.

SUNNARY OF STATISTICS TO DATE

July December, 1972

(,Summary not included in this Appendix.]
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The preceding statistical data indicates that the project goal is );ming
accomplished. In 1972 this department operated without a detective per
se; each individual depUtylmmi'to investigate hie own Cease. Officer Slick
oftilin assisted his fellow deputies, with investigations because he bad a
particular interest in this area. Officer Slick was also a deputy and
therefore had to perform the various duties of a deputy.

On July 31, 1973, Deputy Slick was assigned the responsibility of starting
a Vetective Division Since that date he devotes 100 of his time (in
average of 50 hours per weak to investigative work with emphasis on cases
in the following three crime categories: Assault, Larceny And freaking 4
Entering. We can therefore-assume that having a specialised investigative
officer in this department has brought about the aforementioned increases
in complaints cleared.

4

Z. Implementation Objectives accomplished to dimmers as follows: 1,2,
3,4 and 6. Objective #5 has not been accomplished (see I); this objective
should be accomplished by January 30, 1974. Objective #7 is continuous and
on-going.

C. 1) Performance Objective #1 is a aentinuous and on-going objective.
2) Objective #2 will not be completed on time. Patrolmen Terrific

will complete the 6 months on-tha-job training Jihuary 31, 1974;
'he will then attend the 160 hour Introduction to Police !Science
course at New Hanover Tech to begin February 4, 1974.

3) Performance Objective #3 was completed September 30, 1973; (a
copy of the certificate is attached to this repbrt).

4) Performance Objective #4 will be completed January 18, 1974; (a
copy of the certificate will accompany the next Quarterly Sub..
grant Progress Report).

Performance Objective #5 is continuous and on-going. Detective
Slick has worked with 45 cases in the areas of Assaults4.tarcenies4
and freaking and Entering* during the last three months; of those
45 cases 30 have been cleared - 7 have been unfounded and 23 have
been cleared by arrests.

VII. /he only on-site visit made during this quarter was the quarterly monitoring
visit made December 15, 1973. At the time of this visit I discussed 'project
activities and progress with Sheriff Hopalong and,Detective Slick. The
AdMinistrative Assistant, Eleanor Rigiby, showed as all project records and
Quarterly Subgrant Monitoring Report.

VIII.Additional Comments

This project is progressing on schedule and is accomplishing the project
goal. When the goal ves established for this project, the blunt County
Sheriff's Department was not sure how realistic it was. To date this
project is accomplishing its goal and the,Sheriff's Department is very'
pfeased with the results. The Sheriff and Detective Slick have discussed
moving two other officers into the Detective Division in order to-hive an
Investigator available a minimum of lehours a day. They are planning to
submit an app4tition for 1974 funds to assist them in establishing this
Division.
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NORTH CAROLINAExhibit S

THINGS TO LOOK FOR WHEN REVIEWING A QUARTERLY REPORT FOR AN INVESTIGATIVE

UNIT PROJECT:
eo.

Hain things I will be looking for are:
'

project1) Is the living up to the goals, objectives and evaluation design

iectio i of the application? What records are being maintained to

determine how and when Implementation and Performance Objectives are

being accomplished?

2) Is the quarterly subgrant progress report complete and factual?

/TENS TO INCLUDE IN A QUARTERLY REPORT FOR AN INVESTIGATIVE UNIT PROJECT:

1) How and when was the project implemented?

2) Were nekofficers hired or were present officers promoted into this

specialized area? Were officers hired to replace the officers that

were promoted?

3) Haw were these officers selected?

4) What is the background of these officers that were moved into this

specialized area? Have they had specialized training Or will they

receive specialized training during the grant period?

5) What are the specific duties of this squad or unit?

6) It one person designated as the -squad leader?

7) What hours do these officers work; what shifts?

8) Each squad member should prepare a monthly activity report indicating

haw many cases he worked on - what kind of cases and how many were

solved - training he has received - other activities.

9) Is base line data available? What does this data indicate? A

quarterly comparison should be made between the situation that existed

and the present situation.

10) Is the goal or objectives unrealistic or monworkable? If so, a

revision should be made.
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NORTH CAROLINA-MAR

REQUEST 1.01 EVALUATION FOLLOW?

Quarterly PrONTS11 Repott

TO:
PROM:
DATE:

PROBLEM:

PROJECT TITLE:
PROJECT MOM

ONO

DATE:
PERSON CONTACTED:

ACTION TAXER:
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B. Examples of Monitoring Systems
Collecting Quantitative Data

Recently, several SPAs have developed monitor-
ing systems utilizing a standardized reporting form
designed to produce quantitative data on specified
events. In some cases, the events and measures to be
used are specified for all projects of a given type.
In other systems the specification is on aproje$t by
project basis. Examples given here are for systems
operated by the Connecticut, Oklahoma, Ohio, and

r South Carolina SPAS. The Indiana SPA is also.
developing such a system.

1. A System With Prespecified Classes of
Events to be Monitored

Connecticut's Continuous Evaluation Data Col-
lecting System (CEDCS) serves two functions. It
provides baseline data for anticipated in-depth
evaluations and is used to monitor-existing projects.

As a monitoring tool it is one component in a
system which Aso includes a monthly narrative
Monitoring report completed by RPU planners after

a site visit to a project. Exhibit 1 is a list of the
topics planners are to address in their reports.

The CEDCS provides the Evaluation Unit with
data on projects through the Evaluation Progress
Report, a two-Part report which' is completed_ quar-
terly by project directors. The first part of the-report
contains data on prespecilied measures covering
background information, input and output items
and project effectiveness. Exhibit 2 is the list of the
items covered on most reports. When appropriate,
a few additional items,-such as police or court statis-

/ tics, are included* When each grant award is' made,
the Evaluation Unit designates specific events, called
data elements, to be measured in each of the four
classis of events. Those "data elements are spec&
cally tailored to be responsive to each project's

special performance objectives. and activities."
Based on the project. description in the subgrant

51

application, the evaluator making the assignment
determines what data elements are appropriate for
a project. Exhibit 3 is an example of a CEDCS data
collection form.

When completing the quarterly Report, the project
director also lists the objectives of the project
whether.or not they were stated in measurable terms
in the giant application. Ile does not have to relate
the measures he states for any project element to thee
project's objectiVes. This Is, in part, what the evalua-
tor at the SPA does when reports are filed.

"Part two of the Progress Report Form, provides
the project director -an opportunity to analyze and
qualify the data presented and to delineate prob-.
lems '-and expectations he encountered throughout
the quarter." 2

Fifteen (15) days after the end of the fiscal quar-
ter The reports are due at the Regional Planning Unit
(RPU) where the planners (who area familiar with

t projects since they are also responsible for the
mon site visits and narrative monitoring report),
check th ,for accuracy And forward them to the
Evaluation it at the SPA within a week of their
receipt.

The Evalua on Division then analyzes the Reports
and prepares n report with comments for each

Project. -A co of the Evaluation Division report
_
is given as .Ex ibit 4: A -copy of both the project
director's Progress Report and the Evaluation Divi-
sion comments arc sent to a SPA Staff Planner, the

Grant File and the Regional Planning office. It is
the responsibility of the planner to show
the Evaluation DivisiOn Comments to the ,PrOject

Director. After two quarters, the Evaluation Division

reviews Evaluation Progress-Reports and RPU moni-

toring reports and makes recommendations to plan-

nets about changes that should be made in some
projects that are requesting refunding.

1,2 Quotes from documentatipn provided by Connecticut
Planning Committee on Criminal Administration.
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4.1

CONNECTICUTExhibit 1

Areas to be addressed by regional planners in their monthly monitoring reports.

I. For all monitoring reports whether on-site or telephone, the following areas should be addressed:
A. Programmatic

a. Is the project proceeding toward its stated objectives?
b. Is, the project utilizing the methods and procedures enumerated in the application to achieve its

goals and objectives?
c. Is the quality of staffing in conformity with the application?
d. Is the applicant keeping adequate records of his activities?
e. If staff training is involved, it is in conformity with ,the application in its quality and quantity?
L if the program category calls for a specific requirements to be fulfilled, has this been accomplished?

B. Financial

a. Is the grantee conducting his affairs in conformity with his budget?
b. Is the grantee drawing down funds at a proper rate?
c. Is the grantee maintaining adequate financial records?

C. Evaluation

a. If the program category has called for an evaluation component, is the grantee maintaining records
on a continuing basis for this purpose?

b. If the Audit and Evaluation Division has set up specific methods for the collection of data with
the grantee, is the grantee conforming to the requirements laid _down by that division?

c. Are there any variations between the Project Director's -Evaluation Reports submitted to the
Connecticut Planning Committee on Criminal Administration and your observations?

Additionally, review the milestones and note the position of the project,at the time of the report.
II. Any significant problems which are encountered should be noted together with recommendations to
alleviate them.

Positive prefect accont ishments should be discussed and analyzed.

An overa subjective eva uation of the-project's achievements shopld also be included.
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CONNECTICUTExhibit 2

CODINP, STRUCTURE

1.0 Background Data
1.1 Target Population

1.1.1 Profile characteristics of population and or area problems (Nature and Scope)

1.1 Available Serricesz index
1.2.1 Specialized target agencies in area
1.2.1 Quantity and Type of Beneficiaries in above agencies

2.0 Input Data
2.1 Staff and Resources Committed

2.1.1 Type and Quantity of staff personnel
2.1.2 Type and Quantity of specialized personnel-milable to project (i.e., consultants, volun-

teers. students, professionals)
2.1.3 Boards, agencies, planning description and participation committee
2.1.4 Equipment, buildings, land available to referral and retrieval agencies

2.2 Staff Activity Measures
2.2.1 Percentage and/or manhours of major staff time expenditures by category
2.2.2 Program phase activity units
2.2.3 Meetings with community leaders relevant to project
2.2.4 Caseload Data
2.2.5 Referrals retrieved by quantity and type

3.0 Output Data
3.1 Beneficiary Description

3.1.1 Active/Inactive Cases on File
3.1.2 Profile characteristics
3.1.3 Referral Problem(s)Nature and Scope
3.1.4 Identified Problem(s)7Nature and Scope

3.2 Service Provision Index
3.2.1 Program phase participation/type and quantity
3.2.2 Type and duration of client contact
3.2.3 Specialized services/techniques
3.2.4 Referrals by quantity and type
3.2.5 Type and duration of follow-up on referrals

4.0 Effectiveness Data
4.1 ,Short-Tfrns Impact

4.1.1 'Program jihtse service completions and terminations
4.1.2 Consummation of Referrals ``,
4.1.3 Frequency staff and client attendance of prOgraiti phases
4.1.4 Improvement of Problem Identification

4.2 Long-Term Impact e

4.2.1 Reduction of specialized problem(s)
4.2.2 Improvement of CJS coordination
4.2.3 Improvement of program clients by type and quantity
4.2.4 Longitudinal progression of client receiving services
4.2.5 Improvement of program capabilities
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CONNECTICUT Exhibit 3

,,EVALUATION PROGRESS REPORT

PROJECT TITLE: Crime PreventioC.Bureau

GRANTEE: City
PROJECT DIRECTOR: Chief
PROJECT ADDRESS: Police Department

City, Connecticut ,

PROGRAM CATEGORY: 2.2,
GRANT NUMBER: A-7374/0-00000
AMOUNT: $20,140
TELEPHONE:

PROJECT OBJECTIVES
To inform and educate the public with police practices and policies in dealing with

Land. reducing street crime
To make the public aware of police department's law enforcement responsibilities

2, through the dissemination of information concerning crime prevention techiattuas Semattals

3. To design and carrliout projects in the crime prevention area on an experimental balls

BACKGROUND DATA

-ODE EVALUATION MEASURE
-7 2

A A A A

# burglaries-citywide
# burglaries-target area

ftesidential
#commercial

# arrests for burglaries-city-wide
# arrests for burglaries-target area
# citizen complaints/total area
# citizen complaints/target area
# complaints/burglaries/target area
# complaints/pers. violence/target area
# complaints against police
# personal violence crimes/city
# personal violence crimes /target area
# legislative documents concerning target activity

.

,
. .
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INPUT DATA

CODE( EVALUATION
2 3 4

MEASURE

.

A P 'A 'P A P

'

A

# professionals ou staff
#full-time police officers
#civilians

# volunteers or sub-professionals
# community programs degigned
# community programs held
# brochures prepared
# brochures passed out
# brochures to target area
# seminars/workshops with community
# movies/slides shown
I meetings with community organizations
# meetings with public organizations
# meetings with private organizations
# requests for consultant assistance
# experimental programs designed.
# programs in operation

,

%
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OUTPUT DATA

CODE EVALUATION MEASURE
1 2 3
A A A A

41,

-

# complaints received/target area
0 complaints burglaries
# cleared complaints F,;

# uncleared complaints
# complaints/personal violence
# cleared complaints
#,uncleared complaints
# residence holes improving locks
# commercialAestablishments improving Licks
# engraving machines in operation
# citizens repookting crimes
# citizens reporting burglaries/target aria
# citizens reporting personal violence crimes/target

area
# commercial establishments reporting burglaries
# commercial establishments reporting personal

violence crimes
# citizens involved in meetings
# citizens in workshops/seminars
# citizens viewing movies/slides
# citizens involved in other planned activities
# legislative changes made/qtr.

. .

0
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EFFECTIVENESS pATA-

CODE EVALUATION MEASURE

11 2
A.

2 reduction of burglary rate.
2 reduction of burglary rate in target area,:

-in residepces',
-in commercial establiihments .

2 reduction of personal violence crime rate in
4 rargit area

repetition crimes on vulnerable plites,
# vulnerable places identified

offender's patterns recognized
.

2 estimated of community making any changes
advocated by project

2 previously unreported crime now being reported

.

FOOTWTES (On Background, Input, Output or Effectiveness Data)

4

0
V
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PROJECT NARRATIVE'

1.- Discussion of Administrative Aspects of Programming (Background Data,
InputData)

2. Discussion of Operational Aspects of Programming (Output Data,
Effectiveness Data)

.a

3. Expectations For Ihe Future

52
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dr PROJECT NARRATIVE (continued)

4. General Convents

(Signature of Respondent)
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CONNECTICUTExhibit 4

EVALUATION DIVISION PROJECT COMMENTS
(Based on CEDCS Reports)

PROJECT TITLE: PROGRAM CATEGORY NO.:
GRANTEE: , GRANT NUMBER:
PROJECT DIRECTOR: AMOUNT:
PROJECT ADDRESS: TELEPHONt:

DATE OF LAST PROJECT SITE
VISIT:RESPONSIBLE EVALUATOR:

1.

2.

3.

PROJECT OBJECTIVES

54

1. PROGRESS AGAINST STRAGEGY

A. Administrative Milestones (Performance Objectives)

B. Program Development (Background Data, Input Data)

_ C. Program Component Implementation (Output Data)

D. Anticipated Impact (Effectiveness Data)

1. Impact on CJS

2. Impact on Specific crime problem

G3
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2. Strengths of Programming (Results of specified outstanding large or

otherwise notable subgrants)

3. Weaknesses of Programming kDescription or evaluation of problems
encountered. in subscription, implementation, monitoring, evaluation
or applications of miscellaneous federal or state requirements to
this program)

4. Impact of Results Upon Programming (6ample of use of results of
this program in future plan development and implementation)

S. GENERAL COMMENTS
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2. A System them Monitors Tasks Prospocifiod
by Each holed Director

The Oklahoma SPA recently developed a system
to provide an evaluation data base and to monitor
the performance of projects quarterly on the basis
of planned versus actual achievement. The subgrant
application requires clear statement of the problem
and supportive data measurable goals, objectives
and activities. Exhibit 'I Contains directions
for completing that part of the application. The sub-
grant application also includes a copy of the Quar-
terly Evaluation Report on which the 'applicant is
instructed to list the tasks developed in the project
plan and to project quarterly levels of achievement
for each. Exhibit 2 Is a copy of the report and
Exhibit 3 ii' a copy of the instructions to the
applicant. (See pages 57 through 59)

Those pages of the application are reviewed
by the evaluation staff prior to consideration for
funding. If they are found to be inadequate, a
conference is held with, the ,applicant to negotiate
the deficiencies.

Besides necessitating improved project planning
do the part of the applicants and providing a; sound
basis for monitoring and evaluation, the review com-
mitteerof the SPA advisory Commission have relied
on these pages of the application to-,learn exactly
what the project intends to accomplish and the
methods: they .intend to employ in making their
recommendations on funding to the full Commission.

3. A System Using Pre - formatted instruments
Ohio's evaluationlmonitoring, system serves the

two =fold purpose of enabling staff to monitor projT
ects with little direst contact and supplying data
with which evaluations can be performed. Monitor-
ing responsibilities for implementing this system are
divided between the SPA and RPUs. The RPUs are
combination city` - county planning agencies located
in the six largest cities in the State. Monitoring in
the State's six RPUs is handled at the regional offices,
The SPA monitors those projects in the remainder
of the State and in the state agencies receiving LEAA
funds. (See pages 60 through 69 for Ohio Exhibits

,
Tie core of the Ohio system is a set of data col-

lection packages_specially designed fbr 23 program
areas. Exhibit 1 is a partial list of program types and
their assigned evaluation/monitoring package, Each
package contains a data collection instrument which
the project director "completes quarterly as well as an
introduction to' the system for the project director, a
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list of definitions of terms used in the instrument, a
set of questions which give the project director an
opportunity to explain trends in tne .,.eta, and instruc-
tions for the analysis of the instrument. Exhibit 2 is
in example of one evaluation/monitoring package.

When a grant award is made, an SPA planner
with monitoring and evaluation responsibilities is
given a brief - project' summary and, based on that
summary and a pre-determined cross reference list,
at least one instrument is assigned to the project for
reporting purposes (occasionally a large project is
assigned more than one instrument), A data sheet
in 'matrix form and a questionnaire are filled out by
the project director at the start of a project specify-
ing time-phased project goals and .baseline data,
when it is available, against which performance
will be measured.

Since monitoring of projects in RPUs is the
responsibility of the RPU evaluation, staffs, those
staffs also assign data collection instruments to proj-
ects in their regions. They occasionally obtain SPA
permission to make changes in instruments used by
their projects if it is agreed that those changes would
enable the instruments to reflect *their projects more
accurately. The regional evaluators retain the instruc-
tions for analysis so they.cahperfortn analyses when
the reports are submitted to them. They do not send
to the SPA copies of the monitoring reports sub-
mitted to them but may use those repotts to prepare
a summary report for their advisory board. Exhibit
3 is an example of a summary report prepared in
one RPU. Information on monitoring performed by
CPUs is sent to the SPA only when the State agency
needs such information for planning.

Analysis of reports from the non-metropolitan
districts in the State is done by the planhers in the
SPA. The analysis is based on data supplied by the
subgrantee, including the projected goals which were
determined by the project director ,and, when pos-
sible, on baseline data for a period preceding the
start of the project. After analysis of a report a
Project Evaluation Summary is prepared by the plan-
ner. Exhibit 4 is a copy of that Summary and the
instructions for completing it.

In addition to the component just described, the
SPA uses an additional method fgg monitoring the
projects in the non-metropolitany, districts and state
agency projects. Field staff teams who are assigned
to the non-metropolitan districts, prepare a Project
Monitoring Report on each project. Exhibit 5 is
a copy of that Report.
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OKLAHOMA Exhibit 1

Sabred Appkation bistrvethas Pope SA Items

17. Prefect Men seed Swear*, hells The informational items found on this poi* are essential to the consideration of eny applketien for
suberant funds. While corttfin items may require more elaboration than others, no item should be omitted. If "Not Applicable" Is 'Nen
as a response, an explonation should be included, Please follow instructions closely, being careful to include ell requested infornedien.
This section of the application is the bruit' not only for consideration of your subgront request, but for later eviduetien of your per-
formance.

A. Met hi The problem?

This section should include a brief, but complete picutre of the delinquency, crimeoriented or process-oriented problem you hoes to
address with this vibrant, For example, what are the major crimes, what is the juvenile commitment rate for the one to be servedi
what is the comparative cost of institutionalization os opposed to suspended sentences or plonk, what is the turnover rate for peke
officers? Such information as workloads, population, demographic data, etc., may be included here, If Moved. The dote providW here
will of course differ according to the type of project involved. The program description in the State Plan should be consulted for
specific information required,

ve

Whet le lee Nepe To Oe Moot It? Intemersble peel(s))
This section should contain specific, measurable gods in dealing with the problem outlined above, For example,

'kr Crime SpeeNic- prenetei
Anticipated change in the crime rote. arrest rote., solution rote, etc.
ler Delimplerrey Priventleis Prentiss
Number of persons to be provided services and source of reform!, anticipated change in odjudication rate (ordier change in crime
rote, if avalloble), anticipated number of persons to be prevented from involviiment in the justice processes, anticipated number for
whom an alternative to odjudkation is to be provided.

Per /*It eW levet& Corrections Treatment Projects: ;

Anticipated number of persons for whom services will be provided, anticipated change in recidivism rate of persons served by the

Wolfram
fir Treinirig Prenatir
Number of persons to be trained, kind of fraining to be offered (content. skills to be acquired, anticipated attitude chimps," op.
proximate amount of time to be spent in troining,

for Imployment Prefects flioleing *reeling reply empower oWintentehlpeli,
Number of persons to be hire& kind of job to be performed, anticipated werklood of persons employed under the project and anticipated
improvement in workloads ondfor working conditions in the officelogrricy.,
Per leseereh and limn, Prefects:
Number and type of projects to be undertaken, anticipated impact on criminal justice process, or on a specific crime or system problem.

Per AN Prejetna
Anticipated cost/benefit factor (Exomplit, Comporati4e cost per offender treated, cost per troinee, cost per criminal case briefed -by
nod interns etc.lorttkipated desirable or undesirobleside effects at a result of the prefect,

Sekgrapt Applicertlion Instrvetioos Pep 6 Items

17. MOO Mee Lad Seimertive Dins (cmitInvesl)

C. badly New WiN Yoe De It? (steps end talks)?
This section should include a description of specific steps to be taken to accomplish the palls) of the project, Thiie steps thorn be

quantified if possible and listed in numerical order.. Information on specific tasks that will implement the above listed steps should

fellow. These tasks should also be quantified if passible on listed in numerical order (use additional sheets if necessary),

D. New Ihree *old Coelltlow Awn Met, et New MINI They Se Met Owl*. the Project Period?

If the prOgrom description in the Stote Plan under which you ore applying for funds has special conditions, how have you complied, with

them, or how do you expect to comply with them during the project covered by this subgront? (rg,, imiepth evaluation, special

resolutions, decreasing funding, etc.)
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F. QUARTERLY EVALUATION WORT

OKLAHOMAExhibit 2

OCComuimornosmem
t(N_C.iS k '40 C&AHAAC Colti.1416/44 ,Y46;$ IVSiS113R2

APPLICATION FOR SUBONANT
(NIAITIRLY EVALUATION ORM

tr

A. Gino* Information

Poriolir, Cow, Nowt* ittrohod in problem Source of Inforrnstion

Costilatofft Factor

Suetmory 4th Quarter 3rd (Mew 2nd Porter 1st Quortor

Expected_ Actual Expected owed Mtuol Expected ExPoctod
""r"" MS, etc.

1. Impacted by Proioct all
111111

IIIII
IIIIII
IIII
1111

IIIIII
11111

ME MI
Ell .
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ComQuortofir

in Which 5pooN
tions Wore Mot
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__IIIII
1111
MI
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_all
111111

111111

11111

111111

IIIII 3.

A. Mon Hours Devoted
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Stops -Tasks

Step mial
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IIIIII3 1111111

1111111
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11111114 1111111

S. alMI irl:
1

Tasks

MU
MN
MN
11111111

101111
min

-111Ell
11111
IIIIII

al
NMIin
ME
IIIII

AIM

III
NM

MI
: II

INN4

5 NM ni.
INN4 IIIM

7 MIN 111111C

it.



OKLAHOMAExhibit 3

Subirsat Appiheihe histritihmos Peso 7 Items

1. mg I A 111111111ATIIII

Popokr Cam Illoseets, bemired lo Me Med*
Plows state the total readier of pee*, Noes and/or elements directly involved in the problem(s) stated en pogo 5A, section A.

kern of Inforeseilear
Stets source(s) in ftaport of mber(s) stilted awe.

If more then one cost/benefit factor exists as Mined-in the instructions en the e bock of pege`5A; stakin I under "Fre All Prorectsi," phase

number end list oath factor separately.

Popsies',* Cam, ate. lorporNit by Pr**
Meese stets, in the summery section, then portion (number) of petiole' , cow ondtor elements listed oboe with which this pseud will

sleet directly Of mace than one populortion factor wesoiven above, plesis list indislivuelly) Also list the expected nun* by quarters.

The frpoe in the summery section will not necessarily he the sum of the firms inthe four quarters. (tg., if yi41 work with the some 25

Pranks for four quarters you would show 25 in each quarter with a summery 40411 of 25 not 100, If you work with 25 Merin,

Yiveniles Nick quarter -rite Wei would be 100.)

b. bar* in WM* Sposhi Godlike, Wen Nets
Write "yeti" in the quarter during which specietconiniera era expected to be met. If the program description in the State Plen does not

herevecial conditions, or if they her ere* been met, short N/A in the summary section.

Neoefier imployelfr s (1.) See Mien bowed to Prefoor,
In the summery section of c givri the total nuttier of employees you onticipte *ring hired by the end of the protect period, Inc (1) stole

the expee»i number if mon hours tab. devoted to the proPict For each quarter stole the number M empleyees and mon hours for then

quieter,

d. Skineer of Volooserst d Mae Nom keened to Proiettr
Treat in the semis rimer is c and c (14

time

nigger
Pep 6,-Section C requests then you stets specific steps to be token to solve theproblem and also specific tasks to be preformed to implement the,

stops, Sem number the specific steps on its 6, section C end then, in the summary section under the cerresponslini number, list the results

(quontited, if poss64) expected it the and orthe protect, Also list your expected quarterly results, If it is not persible to determine quantified

werterty results; writs, "yes" in the quarter 111061111 which you pion to implement each step end in all successive quarters dieing which the stop

will be eeerttire,

Tombs

Trost in the seem mentor IS Steps,

8

s.
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OHIOExhibit 1

EVALUATION ..INSTRUMENT 1973 CROSS REFERENCE

A. Law Enforcement
1. Recruiting & Testing of Law Enforcement Personnel

a. Recruitment EQ-15
b. Testing EQ-192. Training of Law Enforcement Personnel EQ-203. Construction do Improvement of Law Enforcement Facilities
a. Construction r EQ-4
b. Renovation EQ-17

4. Manpower Utilizatidn, Planning & Management Assistance
a. Internal Administration EQ-8
b. Line Support EQ-11
c. Management Information EQ-12

5. Legal Advisors
a. Investigation EQ-9
b. Legal Aids EQ-10

6. Science & Law Enforcement
a. Apprehension, Detection & Scientific Investigation EQ-1
b. Identification EQ-7

7. Radio Communications EQ-1
8. Special Enforcement Problems

a. Apprehension, Detection & Scientific Investigation EQ-1
b. Civil Disturbance EQ-2
c. Deterrence EQ-6
d. Identification EQ-7
e. Line Support EQ-11

B. Prevention and Diversion
1. Special Security Programs for High Crime Areas

a. Apprehension, Detection & Scientific Investigation w EQ-1

466
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STATE OF OHIO

JOHN J GiLLIGAN. Governor
OHIOExhibit 2

Eva !sation/Monitoring Instrument

TV
k .1

.; DEPARTMENT OF ECONOMIC AND COrviMLINITY DEVELOPMENT
1.

DAVID C. SWEET. Director

TO: Subgrantees

FROM. Alphonso C. Montgomery, Deputy Director -1".'

Admtpistration of Justice Division

SUBJECT: Evaluation Instruments

Attached please find evaluation and monitoring instructions and

forms. These instruments have been selected for use in your

project according to the information found in your project

application. We feel that the information requested can be as

helpful to you in managing your project as it is to AJD in
justifying the continual flow of Federal assistance to Ohio.

Realizing the weight of your other administrative duties, we have

tried. t1 limit the scope of this request to only the most basic

measures of productivity. By identifying these measures, we hope
to gain the most oartinent information in the easiest manner.

Please reed the 'introduction Pnd definitions and review the data

sheet and questionnaire upon,receipt*, so that you may begin

gathering the required information. Baseline (if required) and
goal data Ellould be submitted with the first quarterly report. The

,baseline and goal data contained in the initial report should not

be changed in later reports unless it, was found to be inaccurate.
Any changes in following reports should be accompanied with a letter

of explanation.

Evaluation reports for your project are due at AJD on a quarterly
basis (i.e., every March, June, September and December). You are

allowed ten days folloWing your reporting month in which to return

the evaluation report. Please send your. report in.with your
monthly financial report, Failure to comply can result in a delay

in the delivery and proceWing of your funds. If for some reason

you tt, sabmit -.ports or thc
please inform thiS,office as soon as possible. If you have any
difficulties. in understanding or obtaining Ihe required information,
please contact thisoffice through your AJD field'representative'at
(6141 466-5126.

Au) data which may prove helpful to us is

welcomed. Thank you for your consideration.

ACM:pah
ATTACHMENT

ADAlle.icARA11010 OF ..1U:41OCC DPJLiW.. lo . 1,R,1131Y-; s:11110 I . '16 614 41-A, t1 ,J6

OMIIIARAIAN uilECT UM" Toil Ct, in OW, teld 10n5 Outof Slate 1 -NO,8411,110?
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Instructions for Compriting AJD Evaluation Instruments

LEGAL AND (DEFENSE)

Projects covered by this questionnaire are nor-
mally concerned with the provision of legal defense
to the defendants themselves.

The quantity of legal advice provided is measured
in terms of man/days and cases.

The purpose of giving you this questionnaire at
the start of the project is to enable you to develop
sources for the required informition if they do not
presently exist. Realizing the weight of your other
administrative duties, we have tried to limit the
scope of this request only to the most basic mea-
sures of the productiveness of your project. These
figures can be as helpful to you in managing the
project as they are to AID in justifying the con-
fined flow of Federal assistance into Ohio.

The attached data sheet and questionnaire should
be filled out at the start of the project, giving close
attention to the goals of the project and the baseline
data with which its performance will be compared.

Definitions
1. Number of Indigent Defendants in Jurisdiction:

Legal counsel-, given to individual defendants
is being evaluated here. This figure should be
the total number of complaints filed by the

6Z

EQ 10o

police or the number of indigent criminal
defendants charged in the cotirt(s) or juris-
diction of the project per week or per month.

2. Number of Indigent Defendants Given Legal
Counsel (ACTUAL): Either cases or defen-
dants must be used continuously throughout
for comparability. This is the number which
received some legal advice. This number should
be a portion of #1 above.

3. Number of Indigent Defendants Given Legal
Counsel (GOAL): Similar to #2 above, but
established as a goal for the project. Again,
this may be either cases or indigent defendants
depending on the project, but one or the other
must be used ,continuously.

4. Number of Days of Counsel Given (ACTUAL):
The number of days which attorneys spent on
indigent defendants in line° #2 al?ove, a day is
normally in the vicinity of 6-8 hours.

5. Number of Days of Counsel Given (GOAL):
Similar to line #4 above, but established as a
goal for the project prior to commencement.

6. Baseline Data: Data covering a period equal
to the project period, and preferably immedi-
ately prior to the project, if appliCable.
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LEGAL AID (DEFENSE)

Base,Data
Quarter

I
Quarters
-I&II

Quarter I ends
Quarter II ends :

Quarter III ends
Quarter IV ends :

Quarters
1,11,111

0
Lto

0
LL

E

LL

c34

C

Total for
Project

1
0

1. Number ofindigent
Defendants in
Jurisdiction

2. Number of Indigent
Defendants Given Legal
Counsel (ACTUAL)

tv

3. Number of Indigent
Defendants Given Legal
Counsel (GOAL)

4., Number of Days of Counsel
Given (ACTUAL)

5. Number of Days of
Counsel Given (GOAL)

6. Baseline Data

1. What changes, if any, have you made to the
goals of the project since its inception?
Explain why you made these changes.

2. What changes, if any, have you made to the
categories of cases receiving legal counsel, to
the methods of counseling?
Explain why you made these changes.

3. Do you feel the additional efforts expended in
this project justify the results?
Why or why not?

1. Data Check

4. Should the prOject be permanently incoporated
into the system?
What modifications are necessary?

5. What other informaiion (perhaps anticipated)
has resulted from this project?

6. Do you think the quality of legal counsel given
can 12,e-measured?
If so, how?

7. What suggestions concerning evaluation of
similar projects can you make?

How to Analyze Legal Aid Evaluation Form

If changes have been made in this data, the
subgrantee should bt asked why they were
made. Changes in this data are only to be
allowedy the subgrantee had previously made
a mistake or if he has more accurate informa-
tion.

The Matrixfor the data to be considered correct
the numbers in lisle 1 should be greater than or
equal to the numbers in line 2, on a column by
column basis. This same relationship should hold
for lines 1 and 3.

This analysis should be performed on each report
before other analyses are begun. If the data proves
to be incomplete or inaccurate, the subgrantee should
be notified to make revisions so that the analysis
can continue.

The Baseline and Goal DataThe baseline and
goal data should be reviewed on each report.

If no changes have been made in this data, the
report is satisfactory.
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Note: Since we are measuring a flow at certain
points, the relationships described above may vary
slightly from quarter to quarter, however, it should
prevail over the period of the project.

2. Baseline and Goal Analysis

This analysis needs to be completed only when
the baseline and goal report is submitted.

If no legal aid is being given then only lines 1 and
6 can be filled in. If some aid is being given then
lines 2 and 4 can be filled in as well.

3. Quarterly Analysis

This analysis should be performed after the data
has been found to be complete and 'accurate.

Compare lines 1 and 3 to access the scope of the
project.
Compare lines 2 and 3 to measure the effect of

64

the project and determine:

whether the goals are realistic in terms of case
volume and available legal manpower. Use
baseline data as a guide.

.If the goals are realistic, whether the ACTUAL
aid given approaches the GOAL.

Compare linei 4 and 5, again measuring the effect
of the project and determine:

whether the goals are realistic in terms of avail-
able manpower (1 man months 22 man days).

A+ whether the available legal manpower is ac-
tually being utilized, and

whether the hours or days of counsel per case
(line *2 : line 4) is
close to the GOAL (line 3 : line 5)
sufficient to cause some benefit.
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01110--/Edh1bit 3

REGIONAL PLANNING UNIT QUARTERLY REPORT

Corrections Quarter III July-September 1973

C-5Community Treatment for Delinquent Youth
0000--00-05-72 Family Center Diversion Project

Family Center Diversion Project-1972

FISCAL STATUS

1972 Grant Award $69,986

Expended to Date 69,986

Balance to be Expended 0
Start Date 10/2/72

Tentative Termination Date 11/1/73

The Family Center is geared to the pre-delinquent
youth and his family. Early, intensive crisis inter-
vention and short-term counseling is available six
days a week. Staff members of the Family Center
may. spend up to two or three hours during the first
crucial points of intervention with the children and
the families, with the overriding goal being to in-.
crease the capability of the family to function as a
unit in coping with its problems. Diverting the child
from the court system is a major objective.

Last quarter, 109 cases were referred to the Cen-
ter, with a record of 44 cases in September. A goal
of 50 per month was established as the maximum

J
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amount of families that can be effectively coun-
seled with two full-time and two part-time counselors
(the supervisor carries a half-load). The figure is
subject to re-evaluation.

The majority of referrals to this project were
made through Juvenile Court last quarter (62% ).
The remaining cases were mainly "walk-ins. The
male/female ratio was about 50/50 with the major-
ity of youth between the ages Of 15 and 17. Nearly
half of the cases were in ninth or tenth grade, and
over 60 percent were only first-time offenders, which
is within the guidelines of the program, that of di-

verting youth from the formal system.
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OHIOExhibit 4

Project No

EVALUATION INSTRUMENTS

Quarter

Q1

Q2

Q3

Q4

Overall

RATING

Continuation 0 SUBGRANTEE

PROJECT EVALUATION SUMMARY

c4'

s
CO%

El El
El El
0 El El

Cl

17. E]

Q1 Comments:

1

4'

PROBLEMS

\.

El CI E]
El D
CI El

ID El
*.=,-Requires Comment

Actions: I 1 Visit l I Phone I 1 Other

Q2 Comments: Actions. Visit Li Phone U Other

Q3 Comments: Actions! L j Visit I I Phone I I Other

Q4 Comments! Actions: r I Phone Li Other

Comments on Completed Project: Recommended Continuation



,PROJECT EVALUATION SUMMARY

Instructions for completing-

1. Project NumberThe identification and control
number assigned to each project.

2. Continuation-,'--Check the box if this project is a
continuation of a prior project.

3. SubgranteeInsert the short title name of the
subgrantee.

4. Evaluation InstrumentsUse the numbers/let-
ters identifying each type of evaluation instru-
ment which the subgrantee is required to com-
plete and submit.

5. Project Evaluation Summary
Rating Quarterly and at the completion of
the project check one of the three categories:

OutstandingCheck when the actual .pro-
gress of the project exceeds its goals by
more than 10% AND the goals are reason-
ably difficult to obtain.

SatisfactoryCheck when the actual pro-
gress of the project is from 10% above the
goals to 20% below AND the goals are
realistic.
UnsatisfactoryCheck when the actual pro-
gress averages more than 20% below the
project goals or more than 30% below any
single goal, AND the goals are realistic..

NOTEWhere the goals are not realistic in the
light of baseline data and other experience,
they should be adjusted to realistic levels of
performance BEFORE the comparisons to
actual data are made for evaluation pur-
poses.

ProblemsQuarterly and at the completion
of the project check the applicable problems
causing or substantially contributing to the
unsatisfactory evaluation of the project.

Unrealistic GoalsCheck when the goals
or anticipated accomplishments of the pro-
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ject are impossible of attainment by the
project with the resources and structure
available. If slight modification of the goals
can be accomplished without changing the
nature of the project then it should be done
ind noted on the evaluation instruments.
Project StructureCheck when the pro-
gress of the project is less than anticipated
and the cause appears to be kttributable to
the project management, organization, lo-
cation or procedures.
Project OperationCheck when the pro-
gress of the project is less than anticipated,
the goals ARE realistic, and the project
structure appear adequate.

6. CommentsQuarterly and upon, project com-
pletion, write a few brief comments on high-
lights and problems of the project. Comments
are required whenever a rating of outstanding
or unsatisfactory is given. Likewise the action
taken following an unsatisfactory evaluation
must be checked and commented upon.

7. Summary QuestionnaireAt the conclusion of
the project provide brief answers to the five

questions presented. These answers will help in
reviewing the project at a later date for com-
pilation of the Past Progress Section for regional
and State Plans as well as, providing guidance
for future planning.

Answer briefly at the completion of the project:

1. What was the project goal?

2. What were the project's accomplishments?

3. What were the major problems?

4. What were some of the solutions to those prob-
lems?

5. Comment on the Grantee answers to the narra-
tive questions in the Evaluation Instrument(s)!
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Project Number:

Project Title:

Subgrantee

Implementing Agency:

Grant Award Date: Termination Date.

Date Project Implemented.

PROJECT MONITORING REPORT

Amount Awarded:

Telephone No.

Funds Encumbered: AJD

Comments:

State

Programmatic: A negative answer to any of the following questions requires an explanation in the comments.

Yes No
A. Is the project proceeding toward its stated objectives?
B. Is the project utilizing the methods and procedures enumerated

in its application to achieve its goals?
C. Is the quality of staffing in conformity with the application?
D. Is the ImplementintrAgency keeping adequate =cords

of its activities?
E. If staff training is involved, is it in conformity with the

application in its quality and quantity?
F. If the project calls for a special condition to be fulfilled,

has it been or is it being accomplished?
G. Are report requirements being complied with and

are reports being forwarded to AJD?

Commons or Explanations:

6$
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Financial:

A. Is the Implementing Agency conducting its affairs in
conformity with its budget?

B. Is the Implementing Agency drawing funds at a proper rate?

C. Are adequate financial records being maintained?
D. Is Form 102 being used and is it being completed properly?

Comnsents or Explanations:

Evaluation:

A. If the project has been selected for an evaluation,is the
Implementing Agency maintaining records on a continuing
basis for this purpose?

B. It specific methods for the collection of data have been established,
is the Implementing Agency conforming to the requirements

established?

Comments or Explanations:

4. A System That Monitors Activities Agread
to in Advance of Funding

South Carolina employs a two-part monitoring
system, consisting of a quarterly financial and pro-
greu report completed by project directors and
periodic site visits by RPU or SPA staff. The system
actually begins during a pre-planning phase before
applications are submitted. At that time the SPA
issues a set of project criteria for each project type
within each program area eligible for funding._ The
criteria identify the purpose of the project type,
eligible agencies and general requirements, which
include the variables to be used in the measurable
,objective statement of the subgrant application.
Exhibit I gives the criteria for one such project
type. (Criteria can be developed for projects not
included in the master set but in which a potential
applicant is interested).

In completing the subgrant application, all appli-
cants must provide a work schedule of necessary
tasks for implementation, the person responsible,
and expected dates of implementation and com-
pletion. A timetable chart for this is provided in
the subgrant application and is given in Exhibit 2.

The Evaluation Section of the application has two
parts. The first asks for a measurable objective
statement using the variables listed in the project

Yes No

Yes No

criteria and a description of how the accomplish-
ment of the objectives will be verified. Completion
of the second part is required for those projects
which have internal evaluation as one of the project
criteria general requirements. The applicant is asked
to specify project activities and the quarterly planned
level of accomplishment for each. Those projects
completing the second part of the evaluation section
are known as Type II projects and each quarter they
report on the actual achievement for each activity.
Exhibit 3 gives the Evaluation section from the
application, and Exhibit 4 is an example of how
one project completed this section except for the
quarterly projections for the activities. If the SPA
DiVision of Planning, Coordination and Evaluation
does not consider the measurable objective state-
ment or the list of project activities adequate when
the application is submitted it will be returned to
the applicant or held at the SPA until the deficiencies
have been corrected. Generally, the SPA staff will
hold a meeting with the potential subgrantee and
regional planner to develop an acceptable application.

When a grant is awarded, the project director
receives a package containing the required Quarterly
Progress Reports. If it is a Type II project, an
activity page is included in each, on which the-
activities and projected levels of achievement have
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been copied from, the application. Each quarter he
fills in the actual level and sends the report to the
SPA. Exhibit 5 is,a copy of the Quarterly Progress
Report for a Type II project.

The second part of the monitoring system, the
on-site visit, is scheduled according to grant size.
Projects with large grants are visited more frequently
than those with smaller ones. The responsibility for
making the visits is shared by the SPA and the
RPUs..The SPA staff kenerally visit larger projects

E Functional
Category:

05 Program Area:
01 Project Type:

Purpose:

Eligibility

General
Requirements:
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and RPU staff smaller ones, but occasionally they
visit together. Exhibit 6 is a copy of the Site Moni-
toring Report and the instructions for completing it
After each site visit a feedback report is sent to the'
project director with a summary of the findings by
the monitor, recommendations and an overall rating
of the project. If an Unsatisfactory' rating is given,
an accompanying letter notifies the project director,
that another site visit will be made after thirty days
to check progress made during the period. A copy
of this report is given in Exhibi',, 7.

SOUTH CAROLINA Ex O* I

SAMPLE PROJECT FROM PROJECT CRITERIA

'Judiciary
Judie Programs
Public Defense
To provide for the just defense of

indigents in criminal cases.
The Publie Defender Association

and Public Defender Corpora-
tions are eligible.

- Applicant mist provide OCJP
with a measurabfe objective
statement and statement of
methodology for measuring
progress toward that objective.

The following variables will be
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E0501

used in measurable objective
statement:

1) Client selection criteria
`'(type of client)

2) Expected caseload
3) Reduction of conviction

rate to be achieved
4) Courts to be involved
5) Geographical -area con-

cerned
6) Time span of project

Personnel, equipment, supplies
and other operating expenses
directly related to the project
are potentially eligible costs.

Internal evaluation required.



S 4

II PROJECT DESCRIPTION
SOUTH CAOLltiAExhibit 2

A. TIMETABLE

Provide a work schedule of what wilIie done at each stage of th project and estimated tImntervalç for
each. This is an itemIzation of the tasks and actIvities of te project, ho will handle each, and ihe initiation

and completIon dates of each.
Example:

4

PERSON EXPECTED DATE O EXPECTED DATE OF

TASK RESPONSIBLE IMPLEMENTATION COMPLETION

Interview Cty. Superintendent Tjii1, 1974 Jan. 15974

Hire County Board Jan. 15, 1974

TraIn Dept. of Corrections Feb 1, 1974 Mar, 1, 1b74

Assign duty Cty. Superintendent Mar. 1, 1974 Ongoing

Daily count Jailer JanI 1974 Dec 21, 1974

TASK
PERSON
RESPONSIBLE

EXPECTED DAT OF
IMPLEMENTATION

EXPECTED DATE OF
COMPLETION

.5

4'

4

5

B. NARRATIVE.

Further d'escribr the proposed project on attached sheets. Elaborate as to other situations and outcomes

the project will hopefully affect. Tell as precisely as possible how the project will be carried out. Discuss

all methods and activities the project will intorporte. Discuss all requiremens otber than the measur

able statement and internal requirement listed under "General RequIrements" of the project

ci'iteria. Attach pages as necessary:

Denotes Change
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SOUTH CAROLINAExhibit 3 #5.
Evaluation Section

*IV. EVALUATION

A. PROJECT RESULTS
1. MEASURABLE OBJECTIVE STATEMENT

Using the items listed in the project criteria under "General Requirements" (the phrases with numbers
beside them), write a sentence(s) that tells exactIA what will be the situation once the purpose of the
project his been achieved.
Example: "Two jailers will be hired within three months thereby achieving ratio of four correctional of-ficers to eighteen inmates."

2. VERIFICATION
List 1) what documents and measurements will be kept, and 2) by whom to verify the accomplishment of
the measurable objective statement.
Example: "County Manager records of officers', employment and data Correctional Officers daily

count of inmates."

LOOK AT "GENERAL REQUIREMENTS" OF THE PROJECT CRITERIA. IF INTERNAL EVALUA-
TION IS NOT REQUIRED, STOP. THIS GRANT APPLICATION IS COMPLETED, IF INTERNAL
EVALUATION IS REQUIRED, COMPLETE THE REST OF THIS APPLICATION. (WITH THE EX-
AMPLE USED. THERE IS NO INTERNAL EVALUATION REQUIRED. IF THIS SECTION RE-
QUIRES COMPLETION, YOUR PROJECT WILL BE CLASSIFIED AS TYPE II FOR PROGRESS
REPORTS.)

*Denotes Change
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8. PROJECT ACTIVITIF
1. What data about the project's activities will be collected lo measure the efficiency and pettc r once of

this project. How ttiu:h of each activity do you predict oc JrriIg.

Example:

Activity iII
Totaled Amount Months

3 mos. 6 mos. 9 mos. 12 mos.

24 76 1 142

4 17 I 60
Hours counseled
Pb. of clients
No. of recidivists
Hrs. of equipment use
No. of felony offend-

ers repotted In cty.
No. of follow-up

clients

618 1439

3

2019

3

180
60
3

28
.,

1732

16

Activity Totaled Amount by MortaitN,

9 mos. 12 IOW.

2. 0Ii-IER BENErM
How will you th.tArnivie if tire on3jecir I successful ,,`.0,2c.tjobl II &.f thilb rdot lifice. 'U

is yom IdttJ mid desired outec,roe(J). Write in riurneW,31 terrr th:i ulbl Ajch edditier,JV

EumPIP "Ilim3tc5 will b? all0v'crd a rn,,:.)ie tiourc per weer el relJeatlor..o,dtor

73
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SOUTH CAROLINAF.:lett-4

EXAMPLE OF COMPLETED EVALUATION SECTION
75-002

Measurable Objective:
Seven hundred fifty indigent clients (those who so
plead and are selected on basis of a background
check) will be served by an attorney at a* client-
attorney ratio of 423:1. These clients will be
heard in the Court of General Sessions and other
courts of Charleston County. A 1 percent reduc-
tion in the current rate of conviction of indigent
clientg in the Court of General Sesssions will be
achieved within 12 months.

Verification:
Summarized court records reflecting the current
rate of conviction of indigent persons heard in the

Pt

Charleston Court of General Sessions:
Summarized court records reflecting the rate of
convicion of indigent persons heard in the
Charleston Court of General Sessions after project
has been operational 12 months;
Total number of clients represented by Charleston
County Public Defender Corporation;
Copy of background report for each client se-
lected by the Charleston County Public Defender
Corporation.

Definition: ConvictionOnly those 'persons who
plead not guilty and are then found
guilty and sentenced.
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Activity Project Frequency /Amount

Contact potential clients

Verify indigency

Accept clients

Assist in obtaining bond

File motions
Type

a. Pretrial
b. Trial
c. Posttrial

Outcome
a. Accepted
b. Denied

No. of cases plea-bargained

Trial
No. of cases brought to trial
Average length of trial by week, 1/2 day, and day
Outcome of trial

a. No. guilty
b. No. not guilty

Investigations
No. of clients investigated
Type of investigation included:

a. Personal background
b. Employment background
c. Criminal background

Average length of investigation by week and month
Frequency of investigation at

a. Pretrial
b. Presentence
c. Posttrial

No. of cases continued to contingency docket

Appeals
No. of _appeals
Specify jurisdiction and number

a.
b.
c.

No. if indigent clients represented for repeated
offenses

3 mos. 6 mos. 9 mos. 12 mos.

40
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SOUTH CAROLINAExhibit S

GOVERNOR'S COMMITTEE ON CRIMINAL JUSTICE

CRIME AND DELINQUENCY

ACTION GRANT PROGRESS REPORT

1. District name and code:

2. Implementing Subgrantee:

3. Title or Character of Project:

4. Matching Contributions Received:

A. Cash

B. Buy-In

If not received, please explain.

A. Interim

B. Final
Type Name and Title of Project Director

5. Grant Number:

6. Date of Last Report:

to..

7: Giant Amount-
(Federal)

8. Period Covered by Report:

GRANT INFORMATION

9. A. Date Submitted

B. Date Awarded__

C. Date of Last Fund Request

D. Date of Last Fund Receipt

E. Total Funds Received

10. Date Project Implemented.

If not, please explain

Project Director (Signature)

76
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GOVERNOR'S COMMITTEE ON CRIMINAL JUSTICE
CRIME AND DELINQUENCY

Quarterly Progress ReportType II

Gran( #

1. Is the project on schedule?

2. Is staffing

a) on schedule?

b) meeting job description requirements?

Attach a resume of each new project employee hired during this project.

3. Is facility construction, renovation, or acquisition

a) on schedule as outlined in the Timetable of the grantapplication?

b) meeting project specifications?

4. Has the equipment been

a) ordered?

b) paid for?

c) put into use?

S. Has this project received any written publicity or community response?

6. Has this project operated without problems during this quarter?

If negative answer, please respond with an attached narrativeanswering

the questions 1) what problem(s) arose, 2) was corrective action

necessary,1) was it taken, and 4) what was the corrective action?

7. Will the current rate of expenditure allow for full use ofproject funds

by the expiration date of the subgrant period?

S. Hu an on-site monitoring visit been made during this quarter?

9. Are special conditions being complied with?

Yes No N/A

10. Attached are this project's activities and the projected total amount of each activity through this time

period (as outlined on page 12 of the grant application). Would you supply the actual amount for each

activity from project beginning to date.

77
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SOUTH CAROLINARAIN 6

GOVERNOR'S COMMITTEE ON CRIMINAL JUSTICE,

CRIME AND DELINQUENCY

MONITORING REPORT INSTRUCTIONS

The following information is to be submitted on the OCJP monitoring report form. Completed reports
should be mailed to the Supervisor of Coordination within five (5) days after monitoring visit. If there are
any questions, call the Supervisor of Coordination for assistance.

Question 1IMPLEMENTING AGENCY
Refer to Block 9Grant Application

Question 2AGENCY DIRECTOR
Refer to Block 3 and Block 9Grant Application

Question 3-:-PROJECT TITLE
Refer to Block 5Giant Application

Question 4--GranteAmount-,-See Block 7Grant Application
Grant PeriodSee Block 2Grant Application
ContinuationSee Block 3Grant Application

Question 5PROGRAM OBJECTIVES
Refer to Page 11, Section IV, Paragraph A, Part 1 of Grant Application

Question 6SUMMARY STATEMENT
To be completed after monitoring visit is conducted. This should be an objective and subjective analysis
of the monitoring visit findings.

Question 7PERSONS INTERVIEWED
Self-explanatory

Question 8SPECIAL RECOGNITION
Refers to awards and citations, not news coverage

Question 9STATUS OF PROJECT
Refer to Page 10 of Grant Application

Question 10IMPLEMENTATION
Refer to Page 10 of Grant Application

Question 11SPECIAL CONDITION COMPLIANCE
Refer to Grant Award

Question 12DATA COLLECTION
Refer to Page 12 of Grant Application

Question 13PUBLIC OR COMMUNITY INTEREST
Refers to News Coverage

Question 14FUTURE FUNDING
Self-explanatory

Question 15EXTERNAL RESOURCES
Should include all agencies, financial support, donations, etc. utilized by the project

Question 16CONSULTANTS
Self-explallatory

78
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Question 17=- PROJECT TYPES
Indicate appropriate type

Question 18ATTACHMENTS
Indicate those attached

ATTACHMENT A: TRAINING

1.. IN-SERVICE TRAININGself-explanatory

2: TRAINING FREQUENCYself-explanatory

3. OTHER TRAININGlist type,-frequency, number attending

4. STAFF APPRAISALThis should be the opinion of a participant in the training.

5. TRAINING EVALUATIONself-explanatory

ATTACHMENT B: PERSONNEL

1. EMPLOYMENTself-explanatory I
2. QUALIFICATIONSrefer to job descriptions which were attached to grant application

3. PROBLEMSself-explanatory 0

4. TURNOVERself-explanatory

5. DISCRIMINATIONself-explanatory

ATTACHMENT C: EQUIPMENT

1. EQUIPMENT PURCHASESrefer to Page 7 of grant application

2. EQUIPMENT SPECIFICATIONrefer to Pages 10 & 11 of grant application

3. EQUIPMENT PERFORMANCEself-explanatory

4. EQUIPMENT/PERSONNELself-explanatory

ATTACHMENT D: FACILITY

1-10self-explanatory
11. EXPLANATION OF POOR AND INADEQUATE FINDINGSIf any block is checked which cites

negative conditions, these should be documented. Documentation would include both the item number

and the reason for checking "poor" or Inadequate".

Example:
Item 2. There are no bus lines; street signs are not visible.

ATTACHMENT E: EVALUATION

1. DATA COLLECTION---refer to Page 11 and 12 of grant application

2. EVALUATION PERFORMANCErefer to Page 11 and 12 of grant application

A
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ATTACHMENT F: SERVICES

1. SERVICES PROVIDEDself-explanatory

2. PROJECTED SERVICES- -refer to Page 11 and 12 of grant application

3. PROJECTED POPULATION- -refer to Page 11 and 12 of grant application

4. RECIPIENTS OPINIONCheck only the written or oral opinions of recipients, not project personnel's
opinion of what the recipients think.

0
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SOUTH CAROLINA OFFICE OF CRIMINAL JUSTICE PROGRAMS

SITE MONITORING REPORT *a*

Monitor Name. Date: Grant No.

1. Implementing Agency

Project Director

Addr

2. Agency Director or Financial Officer

Address_

3. Project Title

4. Grant Amount: TOTAL Federal $ State $ Local $

Grant Period (Award Date) to-

5. Specify Program Objectives:

6. Summary Statement: (important stages, accomplishments, problems, etc., to describe current status of
project)

new continued__

7. Number of persons interviewed during.monitoring process _ Name and title of person interviewed.

1.

2.

3.

4.

5.
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SOUTH CAROLINA OF CRIMINAL JUSTICE PROGRAMS

SITE MONITORING -REPORT

8. Special Recognition:

9. Status of Project: ( ) No Progress ( ) Initial Stages ( Fully Operational
Nearly Complete ( ) Completed

10. In comparison to Implementation Schedule, Project is ( ) On Schedule ) Ahead of Schedule
( ) Behind Schedule

11. Subgrantee complying with special conditions.of award? .( ) Yes ( ) No ( ) N/A

12. Is data collection for evaluation (or otherwise) a component of the project? ( ) Yes ( ) No
( )N/A

13. Evidence of public or community interest in project? ( ) Yesfavorable ( ) Unfavorable
( ) no evidence of interest or involvement

CITE:

14. How will project be funded at termination of Federal assistance?
( ) KnownCite: ( ) Not knownCite possible:,

15. Has the project utilized external resources? ( ) Yes, List: ( ) No

16. Have consultants (individual or group) been employed? ) Yes ( ) No
If yes, attach copy of contract or final work product.

17. Does this project deal primarily with may be more than one )
( ) Facility - -( ) Services
( ) Training ( ) Equipment
( ) Other, List:

18. Mark which attachments follow (,nay be more than one).
( ) A Training ( ) B Personnel
( ) D Facility ( ) E Evaluation

) Training
) Personnel

) C Equipment
) F Service

SITE MONITORING ATTACHMENTS

A. TRAINING

1. Are personnel receiving in-service training? ( ) Yes ( ) No

82
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. If yes, is there a curriculum or written record of course content?
( ) YesAttach ( ) No-- Briefly describe

2. Is training received on regular basis? ( ) Yes ( ) No

3. Briefly describe all other training. ,

4. Staff appraisal: ( ) Good ( ) Fair ( ) Poor

S. Are you evaluating the effects of training? ( ) YesDescribe ( ) No

B. PERSONNEL

1. Are all personnel hited? ( ) Yes ) No

.-15o employees possess qualificatons as stated on job description? ( ) Yes ( ) NoExplain

3. Problems mentioned by staff? ( ) YesList "( ) No

41)

4. Is there a high turnover rate among project personnel ? - ( ) Yes ( No

there evidence of discrimination in personnel as to race, sex, religion, or nationalAgin?
to ( ) No



C. EQUIPMENT

1. What equi ent has been purchased (may be more than one? ( ) General ( ) Office
( ) "Fran rtation ) Personal ( ) Radio ( ) OtherCite

2. Does equipment meet specifications stated in grant application ?. ( ) Yes ( ) Noexplain

3. Does equipment meet expected performance standard? ( ) Yes ( ) Noexplain

4. Is properly trained personnel available to operate equipment? ( %) Yes

D. FACILITY

EXTERIOR:

1. General Appearance ( ) Good ( ) Fair ( ) Poor

2. Accessibility ( ) Good ( ) Ftr ( ) Poor

3. 'Grounds ) Good ( ) Fair ( ) Poor

4. Parking ( ) Good ( ) Fair ( ) Poor

INTERIOR:

5. General Appearance (

6. Space ". (

7. Furnishings

8. Lighting

9. Climate Control

10. Functional

) Good ( ) Fair ( ) Poor

) Excessive

) Adequate

) Adequate

) Adequate

) Yes ( ) No

( ) Clean

) Adequate ( ) Inadequate

) Inadequate

) Inadequate

) Inadequate

11. Explain all poor or inadequate ratings (indicate number).

E. 'VALUATION

1. If data is being collected for evaluation purposes, check which types

84

of data:

) No ( ) N/A

) Soiled

( ) Reported Crime by ( ) State, ( ) County, ( ) Department
(
(

) Conviction
) Arrest

by
by

(
(

) State,
) State,

(
(

) County,
) County,

( ) Department
) Department

r

93



) Response Time
) Patrol coverage
) Rate of recidivism by ( ) State, ( ) County, ( ) Department
) Financial
) Personnel (staff)
) Use of equipment
) Change in procedures by ( ) State, ( ) County, ( Department
) Client

by ( ) age ( ) sex ( ) race ( ) offense ( ) service received
( ) socio-economic status ( ) education ( ) employment ( ) recidivism

) Opinion of project ( ) management's ( ) Staff's ( ) Clients' ( ) Other Specify.

( ) Other data; specify.

2. Is evaluation being performed as outlined in grant application? ( ) Yes ( ) NoComment

F. SERVICE
1. What service(s) does program provide?

(a)

(b)

(C)

Number of Recipients

2. Are these in agreement as to number and type with projected services stated in grant application?

( ) Yes ( ) Noexplain

3. Are these numbers in agreement with project population of grant application?
( ) Yes ( ) Noexplain

Si

4. How do recipients view the project? ( ) Effective ( ) IneffectiveCite ) No opinion

9I.

85



SOUTH CAROLINAExhibit 7

SOUTH CAROLINA OFFICE OF CRIMINAL JUSTICE PROGRAMS

MONITORING FEEDBACK REPORT

Project No Date of Award Date of Last Monitoring
o

Title of Project:

Monitoring Period. to

, Federal State LocalGrant Amount: TOTAL $
Purpose of the Grant:

Scope of Review:

This monitoring was conducted to determine whether or not the procedures set forth by the grantee in
this grant application are being maintained as stated. The visit was conducted with generally-accepted moni-
toring standards, and accordingly included inspection of the project and other monitoring procedures as was
necessary in the circumstances.

Summary of Findings:

Recommendation:

CHECK ONE: Satisfactory Unsatisfactory

ht)
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SACRAMENTO, CALIFORNIAExhibit 3

El 7171 Bowling Drive
CALIFORNIA COUNCIL ON CRIMINAL JUSTICE RO. Box 9532

1=4 Sacramento California 95823

QUARTERLY PROGRESS REPORT

X

1. PROPONENT (name and address) 2. TYPE OF REPORT '

PROJECT DIRECTORi

DUE SUBMITTED

1st Quarter [ I

2nd Quarter [

3rd Quarter [

4th Quarter [

.11li

3: PROJECT TITLE CCCJ » 4 REPORT PERIOD

REGION REPORT DATE

PREPARED BY

TITLE

CCCJ 5O8 6/73
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INSTRUCTIONS FOIVOMPLETING

Forward two copies of this Report to the appro-
priate Regional Criminal Justice Planning Board
staff.

The Regional Planning Board staff will be respon-
sible-f roviding- at-least-a-one page-evaluation

QUARTERLY PROGRESS REPORT

impact on the total project completion
date as the result of any delays that
may have occurred,

2. Addressing the following points:

of each progress report. A copy of tbeN, progress
report and the analysis- will -be- forwarded to:

Planning Operations Division
California Council on Criminal Justice
7171 Bowling Drive
Sacramento, California 95823

1. Proponent: Enter the name and address of the
proponent. Include the project director with his
contact phone number.

2. Check appropriate box.

3. Self explanatory.

4. Report period: Indicate dates included in the
quarter.
Report Date: Date of completion of the report.
Prepared by: Indicate name and title (relation-
ship to project)

5. Narrative: Describe briefly the implementation
of the project during the quarter. Include com-
ments on the following subject areas. You are
requested to address each heading.

I. SUMMARY OF ACTIVITItS FOIL
PERIOD
A. Activities and Achievements

1. Briefly discuss the objectives to be met
and status of achieving the objectives
for this report period. Include it de-
tailed analysis of prqject progress with
respect to the work schedule in the
grant contract.

2. Provide a detailed listing of agencies
utilizing the services provided by your
project and agehcies whose services
your project is utiling. If your pro-
ject provides services to individual
clients identify the specific sources of
your clients (e.g. probation depa t-
ments, family service agencies etc.);

B Problems Encountered
1. Discuss any problemsindicate any

delay in task completion dates of two
weeks or more. Indicate the expected

filled? If not which positi9ns re-
main vacant and wliry?

(b) Equipment ordered
*Specifications published
*Bidder List
*Manufacturer

(c) -Equipment Received
(d) Cumulative grant funds awarded'

and cumulative grant funds ex-
pended.

IL ANTICIPATED ACHIEVEMENTS---
NEXT QUARTER
A. Discuss significant achievements to be

accomplished during the nest-reporting
period.

B. Thoroughly discuss any anticipated de-
lays. Indiiate the potential influence on
the overall project time schedule.

D. Examples of Techniques Used to Focus
Monitoring Reports on Selected Issues

Two examples of techniques used to focus moni-
toring reports on specific issues are giNen here. The

first example. illustrates -on; of the more common
approachesusing a standard reporting form that
identifies topics to be discussed in narrative form.
The second example illustrates an approach that is
not as common as the first. In the second example,
the monitors are required to review projects on
speci°ied performance factors and then reduce their
assessment to a pass or fail relative to selected
categories of the indicators:

1. Examples of Standardized Narrative Re-
porting Form

The Alameda County, California, legitmal Plan-
ning Unit uses a more detailed, exp4ided version of
the evaluation. report required by the state,* The
RPU monitor is required to make a site visit to the
project before completing the report. On-site Instruc-
tions have been developed to guide the monitor and
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ensure comprehensive coverage of all areas. On-site surances of compliance with the grant award require-
Instructions., in Exhibit 1, set forth the mAitor's ments and fiscal information.
responsibilities, give guidance in preparing for and
conducting the site visit and provide a distribution 'The California SPA recently changed its reporting
list for the report. The Interim Evaluation Report requirements for the regions: The state evaluation report is

format in Exhibit 2 is completed after the site visit. rem: re tor each project only tynceblia year, n the fourth
b.structureit_comprehensist"eport_intowier_the h R po mg s required o su

:other-two-qtarters-to-comptrwith-LEAH
by specifying major areas to be addressed and listing guidelines. However, the SPA is presently revising its rM
the items to-be cove ied or questions to be answered quire

under each. Extensive information is sought on pro-
ineMS to giye the regienemore flexibility in what they

require of subgrantees for these two quarters. All quarterly
reports are required to be forwarded to the SPA afterject management and activities in addition to as- regional review.

94
1(.13



1061WEBSTER STREET SUITE 104 . OAKLAND, CALIFORNIA 94607 874.5274

ALAMEDA, CALIFORNIA -- Exhibit 1

ON-SITE INSTRUCTIONS

OFFICE OF
CRIMINAL-. JUSTICE PLANNING_

AUUNIDILREGIONAL_CRIMINAL,HISTILCS PM/4MM BOARD

MEMORANDUM April 30, 1974

Tor GRANTS MANAGEMENT AND EVALUATION UNIT
From: PAULA
Subject: ON-SITE INSTRUCTIONS

For the purposes of these instructions, the term "on-s te" will be used to refer to all contacts (both in
person and over the phone) which occur relative to the requisite visits. Although these contacts constitute, a

form of evaluation, for certain projects they. represent o i 1 a port' in of the evaluation responsibility. The

distinction has been pointed up for clarity only. The w tten ents will be termed "evaluation" reports.

1. To inquire into all aspects of project operations at irYie related information for the purposes of
determining compliance with contract, to identify problems which might affect the fulfillment of project
objectives, and to document project status and progress.

2. To provide or cause to be provided all technical assistance necessary and available within regional
resources or to assist project staff In obtaining outside support in order to provide the project with every
opportunity to achieve its stated objectives.

3. To recommend corrective actions to improve project performance or to remedy existing problems.

On-site Responsibilities

4. To recommend grant revisions or amendments as necessary to assist the project to fulfill project objectives.

Frequency of On-sites

1. Staff must perform on-site visits during the 2nd, 5th, 8th, and 11th months of project operations.

2. For projects of less than 12 months .duration, staff will adhere to the above schedule, as long as the project

is in operation. A

3. For rojects of more than 12 months duration, visits will occur beyond the 11th month at intervals of every

3 mon s, as long as the project is in operation.
.

4. Each p oject will require an additional final visit if the last visit occurs prior to the termination of project
operations. Final reports are due within 90 days of the end of the project.

On-site Approach

1. Preparation involve,
a. Review of the contract, special conditions, contract amendments and regional recommendations.
b. Review of the latest 201, budget revisions and any audit reports completed on the project.

Review of project quarterly reports.
d. Review of all previous on-sites and special reports completed on the project.
e. Review of pertinent correspondence.

101
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Grants Management and Evaluation Unit
Paula
On-site Instructions

f. Review of prior years' contract files.
g. Discussion with previous reviewer (s), if possible,-
h.Revitnrof-the-projectfile in its entirety.

Conducting On-sites

April 30, 1974

a. Schedule visits. Do not attempt to supervise project staff.
b. _ During the preparation stage, identify basic contactse.g., project staff, sponsor representatives, policy-

makers, user agencies, clients, etc. It is anticipated that the persons and agencies initially identified will
provide leads for other relevant contacts.

c. Contacts will probably include visits as will 'as phone conversations. Very
11

if any, on-sites can be
adequately conducted on the basis of one visit. Depending upon the natura of the project and the
reviewer's previous-f6niliarity with it, do whatever is necessc ry for a thoroughl4nquiry.

d. Use the approach embodied in the attached on-site for every visit, regardless of the required format for
the-written report. In addition to this baiic approach, investigate concerns identified during the prepara-
tion stage. It is anticipated that the basic format will serve only as a beginning, from which relevant
points of inquiry will be pursued in greater detail.

3. Post-visits
a. Discuss findings with project representatives. Depending \upon their feedback and concerns, staff may..---s

wish t clarify written reports. The extent to which this occurs should be determine4l on a case-by-case
basis.

.

b. Follow rough on all concerns identified via on-sites and on all actions initiated as a result ofthem.

Written Reports

1. First Year of Project
a. The 1st and 3rd reports (2nd and 8th months) will be presented in the abbreviated version of the

attached format. The primary difference lies in Section D (Project Operations). Instructions are con-
tained within the report. Consider these instructions as minimum requirements. -The complete format
may be utilized if appropriate or if desired.

b. The 2nd and 4th reports (5th and 11th months) will be complete versions of the attached format. All
aspects of project operations that are appropriate to the nature of the project and have thus 'far been
documented should be discussed. Instructions are contained within the report. Consider them as mini-
mum requirements, providing a basis for additional inquiry as relevant. It is anticipated that the 4th
report will be far more comprehensive than the 2nd one.

c. Final reports will vary considerably with the extent of staff's evaluation responsibilities.
(1) Staff with minimal, if any, evaluation responsibilities will use the Anal report to include description

of the year's operation (unless the last on-site coincides with 'the end of the project year, in which
case a final report will not be required). In these instances, the final report may be nearly identical

I to the on-site, with very few revisions, e.g., an update of the cash flow section. If the project
is a continuing one, staff may combine the findings relevant to a final report with the first on-site
of the succeeding year.

(2) Staff with major evaluation responsibilities will be required to, complete i find report that is, in
most instances, a far more comprehensive treatment of the project.)The format for these reports
will be developed on a case-by-case basis but will, as a minimum, contain the sasr a basic descrip-
tive information as in the attached format.

2. Second and Third YeArs o4Project
Although visittand tle on-site approach will still be employed the 2nd, 5th, 8th, and 11th months, the only
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To:
From:
Rot

Grants Management and Evaluation Unit.
Paula
On-3i te Instructions

Aprit30, 1974

reports whichttill hi required are those, corresponding to the 5th and 11th months. (The previous year's

final report will also be issued the third month of the new project year.) During the 2nd and 8th months,
staff should submit ,pleMOS to the Ale-containing om4ite_findingi=utdtupportive_dooutnentation.

Pi:seminal foltoilUporls_ _ _ _ _ _

Copies of the on-sites will be distributed u followi;
Project file
Assigned staff
Other professional staff
OCIP
Official project director
Functional project director
Sponsoring agency representative(:)
Planning Board
Citizens specifically requesting material

1 06

J



ALAMIDA
REGIONAL

CRIMINAL JUSTICE
PLANNING -BOARD

ALAMEDA, CALIFORNIAExhibit 2

OFFICE OF
CRIMINAL JUSTICE PLANNING

100 WEBSTER STREET SUITE 104 41- OAKLAND, CALIFORNIA 94607
Administration (415)-8744661 --

---Grcints-Managsmentartd-Evaluation=f4i-5)--874,5274
Monarch and Planning (415) 8 4-7595

INTERIM EVALUATION REPORT

Grantee: Project No.:
Project Director: Grant Amount:
Grant Period: Year of Funding:
Period covered by report: Report:
Evaluator: Date of Re,port:

This report shbuklbe cumulative. covering the period from the date of the project to the on-site dine.

A. EVALUATION SUMMARY AND RECOMMENDATIONS

40. Highlight the major findings of the report and provide specific recommendations for improving project
performance and for correcting problem areas.
The summary of the, report should include the following (include in final as appropriate):
1. State whether the project is in compliance with the grant, including any special conditions stipulated

by the-Board.
2. Identify the areas of significant progress made by the project.
3. List any significant -problems with the project identified during the period covered by the report. Be'

specific in differentiating problems in the administration of the project, project personnel, delivery., of
services, etc.

4. Provide an.assessment of overall project success or value.

Recommendations should include consideration of the following:
1. State specific recommendations for improving the project's performance. Recommendations may

identify areas for additional technical assistance.
2. For each identified problem area, provide specific corrective reconrJndations.
3. Indicate whether there should be any amendments or revisions to the project or contract., Should

special conditions be stipulated?
4. If the report is being prepared prior to a consideration for refunding, a recommendation for continu-

ance or termination of OOP, funding should be provided. Is the project appropriate for criminal justice
funds?

5: Should an action to terminate the contratt be initiated? If so, state in detail the reasons for this decision
auand what th(tse actions should be.

a
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The discussion of recommendations may be integrated within the major findings, *.\
Use subheadings if appropriate. The entire section should be set up to permit ready access to conclusions

and recommendations.

B. PROjECT SUMMARY

Briefly summarize the major project elements in the first parag h. Include objectives and basic details
______aboutthe.approach The summary should-be coneise yet complet_ Hnough to give someone unfamiliar with

it a good grasp of what it is trying to do and how it is going about it.

C. PROJECT OPERA rioNs

f. First, Third and Fourt Reports
Describe progress to date, constraints on operations, problems encountered in meeting objectives,

methods of resolving probleifis, and current operational status.
The organization yf this seetion,and the level of detail will be determined by what needs to be said at

this time about the project._ .

Although the first, third and fourth reports will reflect only major findings, the utilized by staff

should be just as thorough as for the second report. Consequently, the lines of inquiry- listed below

should be pursued each time.
2. Second, and Final Reports

Describe project activities in full. The organization -of this section will depend somewhat upon the
nature of the project but should generally include the major sections and subsections listed below.
The format of this section will undoubtedly require major modification or the addition of other major
section headings in the final evaluation report. For example, in addition to a major section heading for

project operations or activities, a section might be added for project impact on clients, the system, or

the community or for a cost effectiveness analysis, etc.

a. Organizational Structure
(I) Identify- the.polkey-making body for the project.
:2) Delineate lines of authority and supervisions within'the project. Discuss the role of advisory

bodies, if any, Describe 'the formal and informal set-up,

(3) If applicable scuss the relationship between the sponsoring agency and the private imple
meeting a

(4) Include a orgai zatiional chart.
(5) Problen in y of these areas should be fully developed or a statement made that their func-

honing s sfactory>

b. Stalling
(I) List in a c unm ll personnel ever employed by the project. List in adjoining columns their

titles, dates env went, and dates of termination. Unfilled positions. should be listed by
title with the ord "unfilled" placed in lieu of the employee's name.

(2) State whether- he staff positions listed above were authorized by the grant contract, why po
tions remain n 'filled, or any particular reasons for staff termination. If turnover requires
further explanation, fully develop this area and indicate the extent to which it has affected
project operations:,

(3) Do the personnel currently employed by the project meet the job specification requirements
outlined in the grant contract? Are the personnel salaries, consistent with the grant contract?

(4) Describe the functions of project personnel. Do these adhere to those described in the contract?
How do staff relate to each other?

(5) If consultant services are included in the contract, what are the specific functions? Do they
seem to be- providing the quality of serve required?

(6) 'Identify any problem areas not already discussed.
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c. Staff Training
(1) Are specific staff training needs idegtified in the grant contract? If so, has tthe training been

provided? What other training has been provided or is planned?
(2) Has the operational experience of the project indicated specific areas`of need for specialized

staff training? nt
(3) Doet.this area present any problems?

d. Project Philosophy
(1) If appropriate, identify the orientation of the grant developers and, if different, the grant imple-

mentors (staff), the cooperating agencies, and the clients.
(2) Have there bean any problems as a result of different philosophies? Are th_tse dittrences known

and appreciated by the critical parties?
e. Project Activities

(1) Discuss all major activities undertaken by the project since funding. Provide a detailed account-
ing of the programs and services proyided by the project. If the project has been supported by
gra& funds in previous ,years, very briefly describe project status during each of them. Provide
detail only for the current year unless a specific issue requires further elaboration.

(2) Do current activities deviate from what was outlined in the grant contract? Are these changes
appropriate?

(3) To what extent is the project operational in relation to the work schedule included in the grant
contract? If the project is behind schedule, what problems have been encountered? How have
they been overcome?,

(4) Are there any constraints on project operations which have not 'already been discussed?
(5) Are there any problems which have not already beenOentified?

f. Linkages
-4.-

(1) Describe which criminal justice and other agencies relate to the project and their rale.
(2) Have any problems developed in this wet? What has been done to resolve the problems?

g. Client Flow and Characteristics -

(1) Discuss the number of clients served since the beginning of the grant period. Provide adequate
detail by type of service and/or outcome as appropriate.

(2) Indicate, to the extent possible, relevant client characteristics.
h. Feedback about the Project

(1) If possible discuss attitudes about the project on the part of the community, clients, user
agencies, etc.

(2) Indicate what, problems, if any, have been identified, how this affects project operations* and
what should be or is being done about them."

Not all of these subsections will be appropriate for all projects. Not will the information always be avail-
able for the second report. It is assumed that the final report will be more comprehensive. However, to the
extent they are applicable, each of the,abova, areas should be examined. It is anticipated that subsections
a; b, and e will always be included in the second and final reports.

D. TECHNICAL AND FISCAL (include in all reports except final):
Discuss separately, if appropriate, the following items:

1. Quarterly Progress Reports
Progress Reports Received

1st Ind 3rd 4th 5th
- (Date) (Date) (Date) (Date) (Date)

a. Have quarterly reports been received off time?
b. Do they provide sufficient detail?

2. Accounting and Record Keeping
a. What role is actually pefformed by the office of the financial officer?
b. Are review procedures for encumbrances and expenditures adequate?

100
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c. Who is keeping the books?
d. Have all;pertinent parties, including the project director, been briefed on.fiscal policy?

e. Do records provide sufficient detail?
f. Has source documentation been retained?
g. Have any problems developed due to ,conflicting fiscal policies among OCIP, the applicant, and the

implementing agency?
3. Fiscal Reports and Revisions

a. Have 201s been submitted each required month and on time? Are they up to date?
b. Have budgetary changes within the discretion of the subgrantee been reported on 201s?
c. Have budgetary revisions been made in accordance with OCJP fiscal policy?

d. Is a budgetary revision required?
e. Have expenditures been made in accordance with the grant contract?

4. Cash Flow

Date

Grant Grant Match Encumbrances

Award Expenditure

$

a.. If this rate of expenditure is projected to the end of the grant project, will all grant funds be

expended? If 'not, are there larger items of expenditure expected at a later time within the grant
period? Examine figures by subcategory if appropriate. Place figures in perspectivecheck date of
201 report.

b. If a surplus is projected, should the contract duration period be extended' or should the contract
amount be reduced through amendment, thereby fleeing up the money?

5. Procurement
a. Has equipment been purchased in accordance with the grant contract?
b. Has any equipment been ordered during:the last 90 days of the project? (For projects under '73

manual) .
C. Have procurement instructions pertaining to competitive bids and contractual instruments been

followed?
d. Will equipMent and supplies be delivered within the proper time frame?
e. Have any problems developed with regard to the disposition of equipment at the end of the grant

period?

E. EVALUATION METHODOLOGY.

1. Methodology for Current Report (include in all reports):
a. Discuss type and frequency of contacts made in the preparation of this report; list dates of major

contacts as appropriate.
b. List principle individuals interviewed in the preparation of this report; omit names and simply

'specify affiliation if identity could breach confidelrnality or have negative repercussions.

2. Methodology for Long-term Evaluation (if different) :
a. Describe the evaluation design.
b. Identify the evaluator (if other than Board staff) and discuss various roles, as appropriate.
c. Is the evaluation being implemented in a timely manner?
d. Have any difficulties arisen between the evaluator and project staff?
e. Are there any problems with respect to evaluation which have not already been discussed? What is

being done about them?

It is anticipated that this section will focus on evaluation methodology and implementation. Actual jnfor-
mation obtained as a result of the evaluation will be incorporatedas appropriatein the previous
sections.

1 1 0
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2. Eicample of a Monitoring System Using
Specified Performance Factors

Michigan's SPA administered monitoring system
is based on a specified set of performance indi9ators,
a part of which is assigned to each program category
funded by the SPA. The performance indicators,
called -inspection factors," are designated for each
program category in the annual plan. Exhibit 1 is a
complete list of inspection factors. Occasionally a
grants administrator at the SPA will change the
factors for a particular project. The factors are
assigned when 'grants are awarded and the regional
planning unit personnel as well as project directors
are notified. The projects are then monitored by
regional planning staff on schedules appropriate
for each project. They make subjective assessments
to the SPA. The RPU monitor indicates pass or fail

102

for each inspection factor and then writes a short
paragraph about each factor. Exhibit 2 is an example
of a typical set of inspection factors assigned to a
project.

Project directors also submit reports to the SPA.
Their quarterly progress reports are narrative reports
describing project development, work and accom-,
plishments. Exhibit 3 is a copy of this report. These
quarterly reports, as well as the RPU monittIng
reports, are sent to- the.grants administration divi-
sion of the SPA. They are the means used by the
grants administrators to keep informed about pro-
ject's progress. In order to check the reliability of
the information project directors and RPU personnel
are sending to the SPA, the Grants Administration
Division sends teams of two people to inspect a few
projects in each regional planning district.

1i1



MICHIGANExhibit 1

Inspection Factors Dictionary

INSPECTION FACTORS

,11

01 _Examine staff selection procedure.
02 Verify employment of project staff.
03 Inspect adequacy of staff work stations.
04 Review `staff training procedures.

rt

OS Examine method of staff activity reporting.
06 Examine trainee attendance reports.
07 Examine trainee selection and recruitment prOcedure.

08 Examine training currieulum and materials.
09 Examine training sehedule..
10 Inspect training sites.
11 Determine percent of trained completing course.
12 Examine for compliance with pertinent regulationi.
13 Ascertain availability of professional services.
14 Examine method of consultant selection:
15 Examine consultant contracts:
16 Examine consultantprogress reports.
17 ,. Examine procedure fofdocumenting equipment use.
18 Verify acquisition and installation of equipment.
19 Examine intake and output,reporting procedures.'
20 Review procedures for compiling statistical data.
21 Examine methods and procedures for folloW-up. -4

22 Inspect procedure and documentation evaluating project effectiveness.

23 Examine project referral procedures.
24 Verify implementation of project.
25 Determine if project is on schedule.
26 Verify establishment of qiialified advisciry council or group.
27 Examine reporting procedures of Advisory Council or group.
28 . Examine project facility for adequacy.
29 Obtain subjective evaluation from project personnel.
30 Obtain subjective evaluation from affected agencies.
31 Obtain subjective evaluation from trainees.
32 Determine degree of inter-agency participation.
33 Examine subgrantee method of monitoring project.
34 Ascertain policy and procedural changes as a result ofproject.

35 Examine documentation and/or method of selecting target population.

36 Examine administrative organization.
37 Examine extent of project's effect geographically.
38 Examine method for making projeet adjustments.
39 Inspect documentation for completion of major tasks specified in application.

40 Qualifications of project staff are consistent with application.
41 Qualifications of project staff are not consistent with application.

42 Exception to the qualifications of staff has been corrected.
43 - Documentation identifying the target population is adequate.
44. Documentation identifying the target population is not adequate.
45 Exception to the identification of target population has beencorrected.

103
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INSPECTION FACTORS

46 Procedures for documenting project goal attainment are adequate.
47 Procedures for documenting project goal attainment are not adequate.
48 Exception to the procedures for documenting project goals corrected. 41

49 Procedures for documenting goal attainment of target population are adequate.
50 Procedures for documenting goal attainment of target, population are not adequate.
51 Exception to procedures for documenting target population goals corrected.
52 Completion of majorprojects tasks identified in application is on schedule.
53 Completion of major project tasks identified in application is behind schedule.
54 Exception to completion of =tr project tasks has been corrected.
55 'Documentatiomof goal compleffon is adequate.
56 Documentation of goal completion is not adequate.
57 Exception to the documentation of goal completion corrected.
58' Examine efforts to recruit minority applicants.
59 Staff qualifications are consistent with application.
60 Procedures for identifying target population are adequate.
61 Administrative organization is adequate.
62 DocumentaticM identifying the target population is adequate.
63 Documentation of project goal completion is adequate.
64 Documentation of goal attainment of target population is adequate.
65 Procedures for evaluatingeffectiveness of project are adequate.
66 Degree of inter-agency cooperation is adequate.

1 3



MICHIGANExhibit 1

STATE OF MICHIGAN
OFFICE OF CRIMINAL JUSTICE PROGRAMS

Second Boor, Leeds Cass Building
Lansing, Michigan 48913

Financial Director

Finance Director
City, Michigan

Dora & Tara of Inansraton
1:30 p.m.
4/3/74

Placa of Impaction
Sheriff's Department

'Wonsan Amur*

$27,340

suberant Iffrat Oita
7/1/73 to
6/30/74

Data of at tospectlion

Protect Ding

Captain
County Sheriff's Department
City, Michigan .

Inspector Name Type of InsractisMs

Program

Conran Nttnettra

00006-1

4.

bras Cras Dills I% Coral".
1/1474 40

Seragrantra Parranral tontactng
Captain

Stagnate*
County

Ca Interim

Q Final

Sheriff

Impramosetraill ASK aly

County
Preplan' Rams

POOP, Cadet Program

INSPECTION FACTORS r

EXAMINE TRAINEE ATTENDANCE REPORTS

'EXAMINE TRAINING SCHEDULE

Pura Fall

E3

EXAMINE PROCEDURE FOR DOCUMENTING EQUIPMENT USE

DETERMINE IF PROJECT IS ON SCHEDULE

OBTAIN SUBJECTIVE EVALUATION FROM AFFECTED AGENCIES

13 0

0

OBTAIN SUBJECTIVE EVALUATION FROM TRAINEES

4
it

4
,

Based on the above listed factors, this protect has:

Copy

MPF
0 KOPF

INSPECTOR

PROJECT DIRECTOR REGIONAL DIRECTOR

ME-INSPECTION 0 PRZ.INSPECTION

POST-INSPECTION El POST-INSPECTION

1J:4

Passed

Passed With conditions (see attachment)

Failed (Further instructions forthcoming)
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MICHIGAN Exhibit 3

STATE OF MICHIGAN
OFFICE OF CRIMINAL JUSTICE PROGRAMS

Second Floor, Lewis Cass Building
Lansing, Michigan 42913

SUBGRANT QUARTERLY
PROGRESS REPORT

Subgrarrteo moms and address) Subgrant Amount Centnol Number

OCJP
LEM

Report for Quarter Ending

March 31 ] June 30 t September 30
December 31

Protest Nome Quarterly Progress Report Number Period ut Funding

Pets of Lost Financial Newt Submitted radium Funds Ehpended to Oats Parent ut Project Activates Completed

For Instructions See Next Page

Quarterly Project Report Narrative

Submitteel Bv: Prepared By (if other than project director):
Project Director z Name
Title Title
Signature Signature

We
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PROCEDURES: SUBGRANT QUARTERLY PROGRESS REPORT

I. Quarterly Progress Report Requirement
A quarterly progress repdrt is required for all active action and discretionary projects. The Subgrant
Quarterly Progress Report form must be completed and submitted at the end' of each calendar quarter
and must be received not-later than 20 days after the end of the quarter.

II. Distribution
A. Action Subgrants

Submit the original and one copy of the Subgrant Quarterly Progress RepOrt.to:
Office of Criminal Justice Programs
Second Floor, Lewis Cass Building ,

-Lansing, Michigan 48913
B. Discretionary Subgrants

Submit the original and one copy to:`. Submit two copies to,
LEAA Region V Office Office of Criminal Justice Programs
O'Hare Office Center, Rm. 121 Second Floor, Lewis Cass Building
3166 Des Plaines Avenue Lansing, Michigan 48913
Des Plaines, Illinois 60018

NOTE: LEAA considers submission of the OCJP Subgrant' Quarterly Progress Report form an
acceptable alternative to its own progress report procedures and form.

III. Form Completion
A. Provide general project identification and statistical information requested in the heading portion of

the form. Several requested items require explanation.
Quarterly Progress Report NumberIndicate whether this/is the 1st, 2nd, 3rd, etc. quarterly progress

report submitted
Period of FundingEnter the subgrant effective date and termination date. The period of funding is

indicated as such on the Subgrant Contract.
Federal Funds Expended to DateEnter the total Federal funds expended and encumbered as of the

last Financial Report.
Percent of Project Activities CompletedIndicate the actual percentage of 'Project activity completed,

as described in the project schedule in the approved application, regard* of tirrib elapsed.
B. The quarterly report narrative must include inforniation which accurately describes the state of

project development, work and accomplishments to date. Pay specific attention to project phases or
stages completed. Be concrete and specific concerning accomplishments, e.g., number of people
trained, volume of correctional services provided, extent of equipment usage. If the Subgrant Con-
tract special conditions Indicate reporting requirements, be sure these are met. Attach numbered
continuation pages as needed. The quarterly report narrative should answer the following kinds of

questions:
1. Is the project proceeding according to the project time schedule which waspreviously determined?

If the project is not on schedule, explain the cause of delay and what measures have been or will
be taken to correct the difficulty.

2. What appropriate data or reports are available to document project progress? For example: train-
ing schedules, agendas, equipment purchase data, lists of clients served, equipmentutilization logs,
lists of training session attendees, credentials of staff hired. Attach this information to the report.

3. What unexpected or new "factors have affected the development 'and implementation of the
project? In what way has or should, project activities be altered to adjust to these factors?

4. How are activities related to the evaluation component of the project progressing? Discuss any
written or oral evaluations (or tests) which haVe been completed. Will the project accomplish
the original objectives, or should the project Scope and objectives be reconsidered?

S. Will the project becompleted within original (or revised) time and resource limits? If not, what
modifications are needed? Will an extension be required?

6. Are there any facts or findings to date That might have a bearing on other ongoing or planned

projects of similar nature?
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PROGRESS REPORT (Continued)

,., Part I Part II

Activity Projected Amount Actual Amount

.3.nib 6 mo 9 roo 12 mo 3.mo 6 mo 9 mo 12 mo

I

r

NC) It :: PART IMust be completed prior to disbursement to Subgrantee.

PART IITo be completed by Subgrantee.

4
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